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Why The Challenge Continues?

We’re assuming that you have completed

a Leadership Challenge event and the
Leadership Practices Inventory (LPI), are
familiar with The Five Practices Model, and
have had some experience in living The Five
Practices.

You may have developed and begun to
implement your vision. You may already

have embarked on—or even completed—a
challenge project using The Five Practices
framework. Completing the activities in this
workbook will help to support and sustain the
work you already have begun on your journey
to becoming a stronger leader.
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Envision the future
by imagining exciting
and ennobling
possibilities.
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Small Wins

As you may recall, the second practice of exemplary leadership, Inspire a Shared Vision,
includes two Commitments, as shown on the previous page.

In continuing the process of learning to Inspire a Shared Vision, you will work to further
refine your vision for the future as well as increase your capacity to enlist others in sharing
your vision.

When did you first begin to implement strategies for Inspire a Shared Vision?

Month Year

A key tenet of The Leadership Challenge is the idea that success is built from small wins. In
the trenches, day-to-day, and in the face of mistakes and obstacles, it is easy to lose sight
of this. Leadership is a journey. Before you continue your journey to Inspire a Shared Vision,
take a few minutes to document some successes you have had so far. Write down a few
specific things that have gone well at work in the past six months. Think “small wins” (base
hits rather than grand slams).

Now look over your list of small wins. Take a moment to savor them. Although this
workbook will help you continue to learn how to Inspire a Shared Vision, it is critical that
you not fall into the trap of focusing only on things that did not go well and things that still
need work. Your wins are important and should not be discounted. Give yourself a pat on
the back! Go ahead; really give yourself a pat on the back.
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Rate Yourself

Below are the six behaviors from the Leadership Practices Inventory (LPI) related to
Inspire a Shared Vision. If you completed the LPI some time ago and have retaken it
recently in preparation for this professional-development experience, write your scores
for “then” and “now” in the spaces provided. (If you have not taken the LPI, you will be
given a few minutes to take it now.) Where do you think you are strongest? Circle those
items. What areas would you like to work on further? Put an asterisk beside those items.

THEN NOW
2. | talk about future trends that will - -
influence how our work gets done.

7. | describe a compelling image of what - -
our future could be like.

12 | appeal to others to share an exciting - -
dream of the future.

17 | show others how their long-term - -
interests can be realized by enlisting in a

common vision.

22 | paint the “big picture” of what we
aspire to accomplish.

27 | speak with genuine conviction
about the higher meaning and purpose of
our work.
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Describe Your Vision

What is your vision? Take a few moments to recall the vision
statement you wrote earlier.

Is there anything about your vision that you might revise now that you have been working
on it for some time?

Ideal (a high standard to aspire to). Visions are about hopes and aspirations. They're
about making a difference. They tell us the ennobling purpose and greater good we
are seeking.

Unique (pride in being different, an identity). Visions are about the extraordinary. They are
about what makes us distinctive, singular, and unequaled.
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Image (a concept or mental picture made real or tangible through descriptive language).
Word pictures, metaphors, examples, stories, symbols, and similar communication
methods all help to make visions memorable.




Future-Oriented (looking toward a destination). Visions describe an exciting possibility for
the future. They stretch our minds out into the future and ask us to dream.

Common Good (a way people can come together). Visions are about developing a shared
sense of destiny. Leaders must be able to show others how their interests are served and
how they are a part of the vision in order to enlist others in it.

Think about the past several months, as you attempted to implement your vision. Make
notes about some of your results.

Element of My Vision Visible Results
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How I Inspire a Shared Vision

Now describe three situations—decisions you made, interactions with others, situations that
required you to act, and/or events in which you set an example (although not necessarily
the example you meant to set). These are times in which you had an opportunity to Inspire
a Shared Vision. In the space provided, describe how you acted. Were you credible? For
each situation, rate yourself on a scale of 1to 5 (one being lowest). Then describe what you
could have done differently—how could you have been more effective—and what you will
do to be more effective in this practice in the future.

SITUATION 1 :

Rating (circle) 1 2 3 4 5

What | could have done differently:
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In the future | will try to:




SITUATION 2:

Rating (circle) 1 2 3 4 5

What | could have done differently:
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Rating (circle) 1 2 3 4 5

What | could have done differently:
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Hindsight Is 20/20

You probably have been thinking about your end result—the future of
your vision—in immediate terms: what you'd like to see right away and
where you'd like your group to be in a year. It also is tempting to fall
into the trap of what you plan to accomplish “someday.” Try the trick
of “backward” vision: seeing the future first and then visualizing the
process of getting there.

As you have been working with the concept and practice of developing and sharing a
vision, you have learned from experience. For instance, you may have found that change
has come much more slowly than you had imagined or that people did not embrace your
vision as quickly as you had hoped. Although you may have found that frustrating, it has
given you the gift of hindsight. Let’s put that gift to use.

Now take a few minutes to think about your legacy. When you leave your current job, your
unit, or your company, what do you want to say you accomplished? How do you want your
work, and that of those you have led, to be remembered?

Legacy:
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First, read Jim and
Barry’s comments
on “legacy”:

ARE YOU ON THIS PLANET TO DO
SOMETHING, OR ARE YOU HERE JUST FOR
SOMETHING TO DO?

If you are on this planet to do something,
then what is it? What difference will you
make? What will be your legacy?

Leadership is not solely about producing results. That is,
success in leadership is not measured only in numbers.
Being a leader brings with it a responsibility to do
something of significance that makes families, communities,
work organizations, nations, and the world better than they
are today. Not all these things can be quantified.

Our own studies, as well as those of many other authors
and scholars who have explored leadership, have shown
that leadership often begins with pain and suffering (our
own and in the conditions of others).




Our colleague Patrick Lencioni, the author of several best-
selling books, told us that when he graduated from college
he “wanted to change the world. Call it what you will, | was
determined to make a difference.” However, the problem
with this zeal, he went on to explain, was that he hadn’t
thought deeply enough about two fundamental matters:
“Who am | really serving? And am | ready to suffer?”

Here are a few other questions that might
help to trigger thoughts about legacy.

B What will be your greatest contributions to
your family?

B \What will be your greatest contributions to
your friends?

B What will be your greatest contributions to those
you've lead?

B \What will be your greatest contributions to your
organization?

B What will be your greatest contributions to
your community?

Quoted from J.M. Kouzes and B.Z Posner. (2006). A Leader’s Legacy
(pp. 1-3). San Francisco: Jossey-Bass.
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Plan for Achieving Your Legacy

Following is a worksheet for using your “hindsight” when
thinking about your legacy.

FUTURE DATE (job change, retirement, etc.):

1 « Six months prior to that, I will and/or my team will:
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4: « Two years prior to that, I will and/or my team will:
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TODAY’S DATE:
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Change Your Focus

LEAD, DON’T MANAGE

In seeking to Inspire a Shared Vision, it's important to focus on the
“inspiration” aspect. Having a vision is one thing; making it a reality is
guite another. Managers manage; leaders lead. Implementing a vision
requires leadership. How much time are you devoting to your

vision? Are you working primarily on solving problems or on finding
opportunities to boost the energy, enthusiasm, and potential of others?

Behavior

Manager

Leader

Focuses on improvement

Focuses on innovation

Seeks continuity

Seeks change

Doing the right things

Doing things right

Plans strategy

Plans tactics

Sets standards of excellence

Sets standards of performance

Avoids anarchy

Overcomes inertia

Implementation of vision

Vision

Actions are character-based

Actions are skill-based

Tells

Persuades

Sets standards of performance

Sets standards of excellence
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ARE YOU A MANAGER OR A LEADER?

Managing and leading both involve important skill sets, but they are different. In which role
are you most comfortable? Why?

What will you do less of?
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HELP THOSE YOU LEAD FIND PURPOSE AND MEANING

In order to Inspire a Shared Vision, a leader must ensure that everyone is “on the same
page.” We all know of times when the line staff did not seem to share management’s
view. For instance, you may have dealt with a company representative who seemed to
believe that his or her job was to complete paperwork rather than to deal with clients or
customers. Leaders sometimes are surprised to find that a constituent defines his or her
job role very differently than he or she does.




There is an old anecdote about a passerby who came across a large construction site.
Three tired, sweaty men were resting with their jackhammers, taking a break from the hot
afternoon sun. The passerby asked the three men what they were doing.

The first worker said, “I'm breaking up rock.”
The second worker said, “I'm earning a living.”

The third worker said, “I'm building a cathedral”

How would those whom you lead define their jobs? Are they shipping surgical materials
to pediatric hospitals or saving the lives of sick children? Are they assembling electronic
components or creating the technology that holds a city’s 911 system together? Is one of
them “just an administrative assistant” or a critical link between visually impaired clients
and the resources they need? It will be hard for your constituents to share your vision if
they do not see purpose and meaning in what they do.

Walk around tomorrow and ask your people what they do and why they do it. The answers
might surprise you. The “big picture” can be hard to keep in sight when you’'re working in
the trenches day after day.

Do those whom you lead understand their parts in the big picture of your
organization’s work? What is the purpose and meaning of the work done by those
you lead?

z
wn
i
o
s
>
wn
T
>
o
2
o)
=
D
O
z

6L 3I9oVvd




z
n
A
A
m
>
"
I
>
Py)
m
O
=
%
©)
pZ




66 A shared vision
is not just an idea,
but a force in people’s

hearts. 99

—WILLIAM GAMSON
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ENLIST OTHERS IN YOUR VISION!

\/
RN

\/
'\

What happens when your favorite song comes on the radio? Do you smile? Do you

sing along? Do you feel your pulse quicken? If you hear a march or a song that sparks a
particular memory, do you get goose bumps? How about a song you dislike? Do you grit
your teeth and wait it through, switch to another station, or just turn the radio off?

What happens when you mention your vision to your constituents? Do they smile and “sing
along” or do they grimace, roll their eyes, and give one another knowing looks?

As a leader, you are like a radio station, and your constituents are your listeners. You are
station WII-FM, and your listeners are asking, “What’s in It for Me?” What songs do they
need and want to hear? How can you tie your vision to the songs that will make them want
to sing along?

In the spaces that follow, list the names of people you lead or people on whom the
successful implementation of your vision depends. What “songs” do they need to hear?
What motivates and appeals to them? What is their vision? There are additional pages at
the end of the workbook if you need more space.
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Name
Name
Name

Name




In your earlier work with The Leadership Challenge materials, you were asked to tell, write,
or think about your “personal best” story. Now try to expand that idea to those on whom
the realization of your vision depends.

If you were to approach these people, what would they say their “personal best” has been?
Where do they shine? Think of your constituents, especially those who seem to be less
receptive to your vision. (You also may want to encourage them to write and share their
personal best stories.)

z
n
A
A
m
>
"
I
>
Py)
m
O
=
%
O
pZ

Remember: Inspiring is not just informing. If the song they want to hear isn’'t playing on
station WII-FM, they can change to another station. Or they can turn the radio off.
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Inspire a Shared Vision:
A Matter of Scope?

The Work Group for Community Health and Development at the University of Kansas
(http:/www.communityhealth.ku.edu) is devoted to helping others Inspire a Shared Vision
of better communities. The group offers this advice:

“If you are still having trouble communicating your vision, you may be
approaching others with a picture that is just too big. You may need to
communicate the parts of your vision that people can relate to. They may not
be ready to think about an overall plan for transforming your neighborhood.
However, they may be able to think about doing something about the potholes
in the streets. If so, talk about potholes. Talk to people ‘where they're at” Speak
to their conditions and their personal needs. This will help you build some
trusting relationships. Later, you can do more.”

“On the other hand, sometimes it is important to say things that people are
not quite ready to hear. People need to think about new ideas over a period
of time before they can make sense of them. It is important to introduce new
ideas, even if they engender initial resistance. Often the strongest and most
important ideas meet with resistance.”




Trying to Inspire a Shared Vision sometimes can be a balancing act. The leader must meet
people where they are and challenge them at the same time.

A leader has to lead. The most important aspect of
leadership is winning over the thinking of people to a

vision of what things can be like.

This can take time. You may need to be gentle but also persistent.

In order to create and communicate a vision, you must be courageous. People who
communicate a vision of what things should be like often are the people who are
courageous enough to state what is obviously wrong and unjust. It can be difficult to say
out loud that the prince has no clothes. However, once you say it, people will see that it
is true.
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%6 The message you send may be
more than the sum of your words.
What physical and attitudinal
messages are you sending? Getting a
vision off the ground means everyone
is enthusiastic and on board. Creating
a workplace with ‘buzz’ should be every
leader’s objective. People want leaders
who are positive and optimistic. They
want leaders who are inspiring and full
of hope for the future. 99

JIM KOUZES AND BARRY POSNER



Future Trends

The leader who can Inspire a Shared Vision is one who can envision future trends. Consider
the following.

B HG Wells in 20,000 Leagues Under the Sea (1875) describes a way for humans to dive
into the ocean that involves compressed air in a tank “fixed on the back by means of
braces, like a soldier’s knapsack.”

B Robert Heinlein, in Stranger in a Strange Land (1961) describes a television screen
disguised as an aquarium with fish swimming around. Have you ever seen an
“aquarium” screensaver?

B |0 1999, Philco-Ford produced a video that predicted that, in the late 20th century,
consumers would be paying bills and shopping via home “consoles.”

What do you see happening in the next twenty years?
What age will you be then?

What will your life be like then?
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What sort of professional reading are you doing? What are the predictions regarding the
future of your industry and the products you make or the services you provide? What are
your competitors or others in similar businesses doing? Where can you learn more about
trends in your work area?




WHAT NEXT?

Suppose that your CEO is creating an Office of Vision and is looking for someone to lead
it. What would you say at the interview? What would you say your vision is? What you
have done so far to implement it? What do you still need to do to inspire others to share in
your vision?

LAST WORDS ON VISION, LEGACY, AND THE FUTURE

When the world’s oldest living woman died on January 2, 2009, at the age of 115, Tim
O’Reilly asked on Twitter: “When will you be 115? What will you do between now and then?”
Use your imagination and answer those questions.

z
n
A
A
m
>
n
I
>
Py)
m
O
=
%
O
pZ




INSPIRE A SHARED VISION | PAGE 31




z
n
A
A
m
>
n
I
>
Py)
m
O
=
%
©)
pZ

Action Plan

Successful journeys involve planning and maps. What is your “map”
for continuing your journey to Inspire a Shared Vision? Take some time
to answer the following questions.

1 « I have had a number of small wins in my efforts to Inspire a Shared
Vision. Some of these are:

2 « As I continue to learn to Inspire a Shared Vision, I would like to
improve at:




4: « I will work to develop my knowledge of trends by:

6 « I will work with my constituents to align their visions with mine by: ..........
.......................................................................................................................................... starting
O (BT oo ettt ettt ettt ettt ettt
7 « I'will do a self-check on how well I Inspire a Shared Vision every ......................

weeks/months. | will put this on my calendar now.

y
%
A
o
m
>
wn
T
>
o
m
o
=
D
@)
z




z
n
A
A
m
>
"
I
>
Py)
m
O
=
%
O
pZ

Additional Resources

Stephen Covey’s book, The Seven Habits of Highly Effective People, describes a model called
the “Circles of Influence.” Covey invites the reader to differentiate circumstances, actions, and
attitudes that (realistically) can be changed from those that cannot be changed.

If you are having difficulty helping others to “see” your vision, you might consider taking
part in a professional-development event on presentation skills.
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