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We’re assuming that you have completed 
an introductory course based on The 
Leadership Challenge, have completed the 
Leadership Practices Inventory (LPI), and 
have had some experience in living The Five 

Practices. 

You may have begun to recognize others’ 
contributions and may have made some 
eff orts in celebrating the values and 

victories and attempting to create a spirit 
of community within your work group. 
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.

Why The Challenge Continues�?
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PRACTICE 5

ENCOURAGE THE 

HEART
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Recognize 

contributions by 

showing appreciation 

for individual 

excellence.

Celebrate the values 

and victories by 

creating a spirit of 

community.
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Small Wins

As you may recall, the fi fth practice of exemplary leadership, Encourage the Heart, asks 

you to work to inspire others, to help those whom you lead to weather day-to-day stresses 

and setbacks, and to off er hope and encouragement. Showing appreciation for individual 

excellence, celebrating victories, and helping to create a spirit of community will help you 

to be more eff ective in encouraging and rewarding those whom you lead.

The two commitments of Encourage the Heart are shown on the opposite page.

When did you fi rst begin to implement strategies for Encourage the Heart?

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 Encourage 

the Heart, take a few minutes to document some successes you have had so far. Thinking 

back over the past six months, write down a few specifi c things that have gone well as 

you worked to Encourage the Heart. Consider times when you hit just the right note in 

recognizing the contribution of someone you lead. Did you organize a celebration that 

seemed to be meaningful to your constituents? Think about “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 Encourage the Heart, 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
RATE YOURSELF 1: THE LPI

Below are the six behaviors from the Leadership Practices Inventory (LPI) related to 

Encourage the Heart. 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

5. I praise people for a job well done. 

10. I make it a point to let people know 
about my confi dence in their abilities. 

15. I make sure that people are creatively 
rewarded for their contributions to the 
success of our projects.

20. I publicly recognize people who 
exemplify commitment to shared values. 

25. I fi nd ways to celebrate 
accomplishments. 

30. I give members of the team lots 
of appreciation and support for their 
contributions. 
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RATE YOURSELF 2: FOUR ESSENTIALS OF ENCOURAGE THE HEART

Place a check mark beside the items below on which you feel you are doing well. Place an 

“X” beside the items on which you would like to develop further.

___ 1. I expect the best. I make sure that my people know what is expected of 

them and I expect them to step up to high levels of performance. I also encourage them to 

be their best.

___ 2. I personalize recognition. I pay attention to and recognize achievements 

that are relatively small in scope, yet are personal breakthroughs, as well as remarkable 

achievements. I tell stories with details that reinforce why a person is being recognized. 

I understand that diff erent people feel rewarded by diff erent things and I tailor my 

recognition to their values and needs.

___ 3. I create a spirit of community. I provide opportunities to celebrate team 

values and victories to help remind everyone of the benefi ts of working together and the 

enormous potential of what we can achieve. I emphasize synergy. I remind people that 

everyone benefi ts when great things occur.

___ 4. I am personally involved. I look for examples of people doing things right. 

I make a point of getting to know people as individuals so I know when they are worthy of 

special recognition or need reassurance or guidance. and I off er meaningful recognition. 

I look them in the eye and say thank you.

Now that you have assessed where you are today and where you’d like to go, take a minute 

to note some things you’d like to concentrate on as you work to improve in your skill in the 

practice of Encourage the Heart.
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NOTES:
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Recognize Contributions
LOOK FOR POSITIVES

At the end of a long day, under deadlines and budget pressures, even the most positive 

of us tends to fall into negative thinking. We see mistakes and delays. We see challenges 

as obstacles.

When you are a leader, your mood aff ects the moods of others. Your positive or negative 

energy is contagious. It is critical that you be able to fi nd positives in your daily work, both 

to buff er your own stress and to help keep your stress from aff ecting others.

A. Think over the past week at work, at home, or somewhere else. What are 

three good things that have happened?

1. ___________________________________________________________________

2. ___________________________________________________________________

3. ___________________________________________________________________

B. What is a positive thing that has happened today? (You are looking simply for 

positive things, not earth-shattering events. The best thing so far today may just be hearing 

a favorite song on the radio or fi nding a freshly brewed pot of coff ee in the break room.)

C. Stop what you are doing and get up and walk around right now. Right 

now. Find three people who are doing something right. If appropriate, tell them what you 

appreciate about what they are doing.

Who did you fi nd? What were they doing?

1. ___________________________________________________________________

2. ___________________________________________________________________

3. ___________________________________________________________________
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D. Who, right now, in your organization, exemplifi es the standards that 
have been set? When was the last time you talked to that person—or any person—about 

his or her work?

Name: ________________________ Spoken to/about work:________________

E. Spread the Joy. Teach the people you lead to look for positives. Ask them what’s 

going well for them, either personally or at work. Ask them about the best thing that’s 

happened to them today. End each gathering by going around the room and asking, “What 

are you happy with/feeling good about right now?”

Say, “Thank you.”

PAY ATTENTION

Write down the names of the people you lead. Briefl y jot down what you know about each 

of them. Do you know the names of their spouses or partners? How many children or pets 

do they have, if any? Can you name the towns in which they grew up? Where they went 

to school? Did you ever notice the photos on their desks? Do you know their birthdays or 

even the months of their birthdays?

A leader’s relationships with his or her constituents matter. You don’t need to pry, but 

chatting enough to gain some personal knowledge of those you lead will strengthen the 

bond between you; help to build trust; help you to relate on a less formal level; and provide 

you with a better sense of their values, hopes, and needs. This will help you to identify how 

to recognize and reward people in ways that matter to them as individuals.

Disclosure matters, too. You don’t need to divulge family secrets, but what do your 

constituents know about you? Could they answer the questions above about your spouse 

or partner, alma mater, or birthday?
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BE SPECIFIC 

People want feedback from their leaders. As Jim Kouzes and Barry Posner’s research 

shows, when people know where they’re headed and how far they’ve come, they feel 

better, are physically healthier, and achieve higher levels of performance.

If you are not always comfortable providing positive feedback, remember that being specifi c 

will communicate the sincerity of the feedback you are giving. In giving specifi c feedback:

 ◾ State specifi cally what the person did. Refer to the task or event.

 ◾ Say why it mattered, was important, or was appreciated.

You don’t need to go on and on or gush, unless that’s your natural style. Instead of saying, 

“Thanks for training Rupa,” a leader might say, “Sophie, I think Rupa is settling in really well. 

I know this added to the work you already had on your plate, so thank you for your help in 

getting her on board.”

Another example of specifi c feedback is: “Abraham, thanks for all your work redoing the 

designs for the Kaplan project. That will save us a lot of time in the end.”

NOW YOU TRY

1. Name: ______________________________________________________________________________

Action or Behavior:

The next time someone recognizes one of your 
accomplishments—or doesn’t—pay attention to 
how you feel.
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Result:

2. Name: _________________________________________________________________

Action or Behavior:

Result:

Be sure to tie the feedback to your stated ideals, values, and vision. For instance: 

“Rick, the members of the Patterson family really appreciated having you there during 

their little boy’s radiation treatments. It helped keep him calm and eased their minds. 

They wanted you to know that. This really helps support our value of showing that our 

staff  is interested in the patient’s whole experience, not just in giving medications and 

taking temperatures.”
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Expectations
1. How do your expectations infl uence outcomes? What messages are you 

sending? What messages does your organization send?

2.  How do you (honestly) rate the expectations of those you lead? Circle one: 

High��Moderate��Low

3. Think about your low performers. How might your expectations be 

infl uencing their performance? How about your high performers? What messages are 

you sending?

4. Have you ever sensed that a leader had an unspoken expectation of you, 
either high or low? What made you feel that way? How did it aff ect your performance 

and attitude?
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5. Do a self-check: Do you honestly believe that everyone whom you lead can 
meet the goals you’ve set and live up to the values you’ve agreed on? If your 

answer is “yes,” be sure to communicate that to them—over and over again. 

If your answer is “no,” what do you need to do to change the answer to “yes”?

6. What about your organization? What messages does the organization send 

about expectations? Are there elaborate timekeeping policies, perhaps sending a message 

about fear of people “cheating” on their time worked? Is there suspicion of the idea of 

telecommuting or of having company blogs or other online discussion areas? Are there 

strangling levels of control on Internet use? What messages (intentional or otherwise) do 

these things send about what the organization thinks and expects of people? What do you 

think might be the result?

E
N

C
O

U
R

A
G

E
 T

H
E

 H
E

A
R

T
|    P

A
G

E
   1

2
  

9780470402832.indd   129780470402832.indd   12 18/05/10   8:57 AM18/05/10   8:57 AM



E
N

C
O

U
R

A
G

E
 T

H
E

 H
E

A
R

T
|    P

A
G

E
   1

3
  

9780470402832.indd   139780470402832.indd   13 18/05/10   8:57 AM18/05/10   8:57 AM



Storytelling

An important, and often overlooked, item in the Seven Essentials of 

Encourage the Heart is storytelling.

1. When was the last time you told a public story about someone who did 
something extraordinary in your organization?

2. To what extent is storytelling a tradition in your organization? In 

your family?

3. Who is the best storyteller you know personally? How can you fi nd ways to 

learn from this person?
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4. What are the stories that are told the most often in your organization? 
What are the lessons and the morals that are communicated? Are these the lessons that 

should be communicated? What other stories should be told?

5. Why don’t you tell positive stories more often?

6. Think of a recent event, or an achievement by someone you lead, that is 
worthy of a “story.” Summarize it here. Remember the “5 Ws” of reporting: who, what, 

where, why, and how.

What details would make this story richer?

When can you tell this story? Give a specifi c date or event:
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Celebrate Values and Victories
PROVIDE MEANINGFUL REWARDS

Receiving a gold watch for twenty-fi ve years of service doesn’t mean much to someone 

who doesn’t wear a watch or to someone who already has a valued watch. Being given 

doughnuts or cookies at work doesn’t help someone who is trying to lose weight. Being 

given tickets for a cruise isn’t a reward for someone who gets seasick.

In thinking about meaningful celebrations, remember that some people appreciate public 

recognition and some do not. Cultural and personal preferences should be considered. You 

wouldn’t want to give game tickets to someone who hates sports, free parking to a subway 

rider, or a steakhouse gift certifi cate to a vegetarian. Knowing your constituents is critical to 

meaningful celebrations.

CONSIDER THE CONTEXT

A nursing home in Tennessee recognizes staff  members with a pin that says, “Caught 

Caring!” In an environment in which patients often can’t say, “Thank you,” these pins mean a 

great deal to the staff  members.

What is the context in which you work, and how does it aff ect those whom you lead? 

Workers in a customer-service call center often spend whole days listening to complaints. 

Is there any mechanism for gathering some positive feedback from callers? Some retail 

workers claim that they hear plenty of customer complaints, but that management never 

mentions customers’ compliments.

Factory workers may never see the fi nal products created from the tasks they perform. 

Could it be arranged to show them some examples of the textiles they weave used in 

clothing or medical materials? To show them products created from the tools they cast? To 

show them art created from the paints they mix?

REFLECTION

How much time do you typically spend in thinking about what would make an act of 

recognition special and unique for the person in question?
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Some research shows that the diff erence between 
high- and low-performing groups is the variety 
and frequency of celebratory events.
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Do-It-Yourself Celebrations
RECOGNIZE CONTRIBUTIONS: AN ACTIVITY TO DO WITH YOUR TEAM

At your next team meeting or other gathering, tape a sheet of fl ip-chart paper to the 

wall. Divide it into quadrants and place the names of the current and past three months in 

diff erent quadrants.

March April

May June

Ask your team members to think about the time period shown on the chart. Hand out pads 

of Post-it® Notes and ask people to write down as many positive work-related events, as 

many small successes, as they can recall. Ask them to write down one of these per note. 

Successes could be things like projects completed, milestones met, and compliments from 

customers. Have them place their notes in the appropriate spaces on the chart.

Review the notes, thanking people for things they achieved, noting times that required 

special eff ort, pointing out those who went the extra mile, mentioning any special skills that 

individuals used, and so on.

Invite the people to give themselves a round of applause or pats on the back.

Say, “Sometimes the days are long, and we lose sight of things that are going well. 

Remember that the things you do make a diff erence every day. Try to remember this 

chart the next time you feel discouraged or tired. We do make progress, and we do 

see successes.”

Ask the group to plan a celebration for its collective achievements.
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REFLECTION

In this activity, you asked those you lead to write down events, results, actions, 

achievements, etc., that were signifi cant to them. Were their ideas about these 

diff erent from yours? Did they include things you hadn’t noticed or didn’t view 

as signifi cant?

What can you learn from this? How can you develop a clearer picture of the things that 

matter to the people you lead?

TEAM BINGO

The pressure to “catch them doing something right” needn’t be only on you. The following 

is an activity that can help the people you lead to learn to catch one another doing 

something right.

At the start of a team meeting, team work session, or even at the beginning of a work 

week, hand out a Bingo card (one is included on the Flash drive that accompanies the 

Facilitator’s Guide for this package). Ask the members of your team to fi ll in a square each 

time they witness a colleague doing something right, doing something well, meeting a goal, 

or providing better-than-required service. They should write in the person’s fi rst name and 

a brief note about the successful behavior or task.

They are to shout “Bingo” (or provide other appropriate notice of success) when their 

cards are fi lled. Ask the “shouter” to review aloud the items he or she has documented. Ask 

others to share their Bingo cards at this time. At the end of the month, have them off er 

ideas for an appropriate celebration of the group’s attainment of “Bingo!”

[Note: This activity will be most successful with a team whose members are working 

well together. If there is dissention in the group, it could create competition rather than 

community. Some people’s personalities are better suited for this than others’. Also, some
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people may have more opportunity to notice things than others because of the natures of 

their jobs.]

Party stores and dollar stores are great sources 
of inexpensive trinkets (stickers, buttons, party 
favors, small trophies, etc.) with which to 
celebrate small wins.

COMPONENTS OF AN EFFECTIVE CELEBRATION

Eff ective celebrations aren’t just about cupcakes and music. Those help to make a 

celebration festive and fun, but factors that make a celebration truly meaningful are:

 ◾ Timeliness (soon after the event/performance occurs)

 ◾ Appropriateness of the recognition

 ◾ Genuine intent

 ◾ Enthusiasm
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Plan a Celebration
Plan a celebration appropriate for each of the three cases that follow. Use the list of 

celebration items provided and add your own as well. Think of where the celebration will 

be held and who will be included. Sometimes it’s appropriate for families and customers to 

share in celebrations, too.

1. Ahmad is a hard-working, consistent performer. He is very devoted to his 

family and spends his free time coaching soccer, helping with school organizations, and 

planning short family getaways. Project deadlines lately have put you in the position of 

asking Ahmad to stay after hours and even come in on a couple of his scheduled days off . 

You know that this has caused some disruption in his personal life and you appreciate how 

accommodating and understanding he has been about it. The work he did was excellent. 

What will you do?

2. Jess tends to be shy; does not like public speaking, and does not like to be 
in front of a crowd. She recently transferred to your work area, so you do not yet have 

a close relationship, although she has good long-term relationships with other leaders in 

the organization. She has just developed a new process that will signifi cantly cut your unit’s 

operating costs and make the workload easier for everyone concerned. What will you do?
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3. Angelique, Ollie, and Roland work at the front counter in a busy post 
offi ce. The job is generally thankless, with customers frequently complaining about postal 

rates, delivery times, and line-wait times caused by staffi  ng cuts. Of course, the front-

counter workers are not responsible for causing any of these issues. The three of them 

work together well; consistently put on pleasant, professional faces; and function very well 

during often-challenging days. What will you do?
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LET’S DO IT FOR REAL 1: PLAN A CELEBRATION 

FOR RECENT EVENTS

Take a few moments to sketch out plans for a celebration connected to one or more of the 

people you lead. Consider the following:

Who? (may be more than one person)

Why?

Who will be invited to the celebration?

What would be an appropriate celebration?

What resources/tools/funds do you have for the celebration?

When will you hold the celebration?
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Where will you hold the celebration?

What will you do?

Celebrate milestones. Don’t wait until everything 
is done. Celebrating steps along the way can help 
to sustain forward motion and support the idea of 
small wins.
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LET’S DO IT FOR REAL 2: PLAN A CELEBRATION 

FOR FUTURE EVENTS

What is one thing you think will likely be achieved or accomplished in the 

foreseeable future?

Plan the celebration:
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Action Plan

Successful journeys require plans and maps. What is your “map” for 

continuing your journey to Encourage the Heart? Record your next 

steps here:

1. I have had a number of small wins in my efforts to Encourage the Heart 
already. Some of these are:

2. As I continue to learn to Encourage the Heart, I would like to improve:

3. When results are achieved—optimal or not—I will examine the ways in 
which my expectations may have infl uenced the outcome by: 
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4. I will set aside _______________ (minutes, hours) every (day, week, month) 

__________________ for considering appropriate, meaningful recognition and 

planning celebrations. (I will put this on my calendar now.)

5. I will do a self-check on how well I Encourage the Heart every ___________ 

weeks/months. (I will put this on my calendar now.)
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Additional Resources
For additional help in developing your ability to Encourage the Heart, you may wish to 

consult the following resources.

Kouzes, J., and Posner, B. (2003). Encouraging the heart: A leader’s guide to rewarding and 

recognizing others. San Francisco: Pfeiff er.

Kouzes, J., and Posner, B. (2006). Encouraging the heart workbook. San Francisco: Pfeiff er.

Kouzes, J., and Posner, B. (2006). Encouraging the heart DVD (rev.). San Francsico: Jossey-

Bass.

APPRECIATIVE INQUIRY

This is a relatively new approach to management, based, essentially, on the idea of 

“catching someone doing something right.” It asks leaders to utilize strengths and 

positives rather than trying to fi x what is wrong. Check out the following sources for 

further information.

Cooperrider, D., Whitney, D., Stavros, J., & Fry, R. (2008). Appreciative inquiry: Handbook for 

leaders of change (2nd ed.). San Francisco: Berrett-Koehler.

Cooperrider, D., & Whitney, D. (2005). Appreciative inquiry: A positive revolution in change. 

San Francisco: Berrett-Koehler.

Jacobson, E. (2008). Appreciative moments. New York: iUniverse, Inc.

STORYTELLING

Those leaders interested in the power of eff ective stories will fi nd rich inspiration from 

Story Corps (http://www.storycorps.net). The organization seeks to help us “celebrate 

one another’s lives through listening” and, thus far, has recorded and cataloged tens of 

thousands of stories. Also see:

Denning, S. (2005). The leader’s guide to storytelling. San Francisco: Jossey- Bass.

Gargiulo, T. L. (2005). The strategic use of stories in organizational communication and 

learning. Armonk, NY: M.E. Sharpe.

Gargiulo, T. L. (2006). Stories at work: Using stories to improve communication and build 

relationships. Westport, CT: Praeger.
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