the

chall
ues

PARTI NT WORKBOOK




<
O
O
m
—
—
T
m
<
>
_<

Copyright © 2010 by James M. Kouzes and Barry Z. Posner. All Rights Reserved.

Published by Pfeiffer

An Imprint of Wiley

989 Market Street, San Francisco, CA 94103-1741
www.pfeiffer.com

No part of this publication may be reproduced, stored in a retrieval system, or trarsraitted in any form or by
any means, electronic, mechanical, photocopying, recording, scanning, or othervsisi, except as permitted under
Section 107 or 108 of the 1976 United States Copyright Act, without either thewrior written permission of the
Publisher, or authorization through payment of the appropriate per-copy fee 0 the Copyright Clearance Center,
Inc., 222 Rosewood Drive, Danvers, MA 01923, 978-750-8400, fax 978-64.6-5600, or on the web at
www.copyright.com. Requests to the Publisher for permission should-ibe addressed to the Permissions
Department, John Wiley & Sons, Inc., 111 River Street, Hoboken, Nd 07050, 201-748-6011, fax 201-748-6008, or
online at http:/www.wiley.com/go/permissions.

Limit of Liability/Disclaimer of Warranty: While the publistier ¢11d author have used their best efforts in preparing
this book, they make no representations or warranties with respect to the accuracy or completeness of the
contents of this book and specifically disclaim any imniied warranties of merchantability or fitness for a particular
purpose. No warranty may be created or extended {Jy.sales representatives or written sales materials. The advice
and strategies contained herein may not be suitahisor your situation. You should consult with a professional
where appropriate. Neither the publisher nor atithor shall be liable for any loss of profit or any other commercial
damages, including but not limited to special,incidental, consequential, or other damages.

Readers should be aware that Internetwwelbsites offered as citations and/or sources for further information may
have changed or disappeared betwe=n 1he time this was written and when it is read.

For additional copies/bulk purchases of this book in the U.S. please contact 800-274-4434.

Pfeiffer books and products are available through most bookstores. To contact Pfeiffer directly call our Customer
Care Department within the U.S. at 800-274-4434, outside the U.S. at 317-572-3985, fax 317-572-4002, or visit
www.pfeiffer.com.

Pfeiffer also publishes its books in a variety of electronic formats. Some content that appears in print may not be
available in electronic books.

ISBN: 978-0-470-40282-5

Acquiring Editor: Lisa Shannon

Director of Development: Kathleen Dolan Davies
Development Editor: Arlette C. Ballew
Production Editor: Dawn Kilgore

Editor: Rebecca Taff

Manufacturing Supervisor: Becky Morgan
Printed in the United States of America

Printing 10 9 8 7654 321



66 The journey starts
with developing yousself.
Clarify your values

and beliefs, make them
public, and a¢t on what

you say. 9
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Why The Challenge Continues?

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 already hgve embarked on—or

even completedsva challenge project using
The Five Pragtices framework. Completing
the activitigs in this workbook will help to
support\and sustain the work you already
haveé\l>égun on your journey to becoming a
stronger leader.
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finding your vojce
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Small Wins

As you may recall, the first practice of exemplary leadership, Model the Way, asks you to
clarify values and set the example. To Model the Way means to be honest and credible and
to “walk the talk”—to Do What You Say You Will Do (DWYSYWD). The two commitments to
Model the Way are listed on the opposite page.

When did you first begin to implement strategies for Model the Way?

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. Remember, leadership is a journey. Before you continue.Cn your journey, take a few
minutes to document some successes you have had so far.

Think back over the past months and write down a few.to=cific things that have gone well
as you have worked to Model the Way. Consider the.tinies you have clarified your values
by finding your voice and affirming shared ideals.\vith others. Consider the times you have
set an example by aligning your actions with tha.shared values. These do not have to be
breathtakingly big successes. Think about small accomplishments rather than huge leaps.

Now stop and look over your list of small wins again. Take a moment to breathe and savor
them. Although this workbook will help you continue to improve in how you Model the
Way, 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
Model the Way. 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

6 | spend time and energy making cer - -
that the people | work with adhere t

principles and standards we have ed on.

1 1 | follow through on th mlses and - -
commitments that | mak

16 | ask for feedb{é#\?on how my actions - -
affect other people’s performance.

2 1 | build consensus around a common - -
set of values for running our organization.

26 | am clear about my philosophy - -
of leadership.

1. | set a personal example of what
| expect of others.
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How I Model the Way

Describe three situations in which you have had an opportunity to
Model the Way (for example, decisions you have made, interactions
with others, issues that required you to act, and events during
which you set an example—even if not necessarily the example

you meant to set). Then rate yourself on a scale of 1to 5 (1 being
lowest) in terms of how you acted. Were you credible? What

could you have done differently? How could you have been more
effective in terms of the practice and the commitments?

SITUATION 1 :

wd
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Rating (circle) 1 2

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

What | could have done differently:

In the future | will try to:
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Rating (circle) 1 2 3 4 5

What | could have done differently:

In the future | will try to:
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Credo Memo

When you first learned about Model the Way, you were asked to
think about, and write down, the values you hold above all others and
the principles that guide your choices and decisions. In a previous
professional-development event based on The Leadership Challenge,
you may have written a credo memo, directions left as guiding words
in the event of your unexpected long absence. If you still have your
credo memo, review it now. What has changed since you first wrote
it? Does it need to be revised or polished? Is there something that
needs to be added or cut? If you have not yet written a credo memo,
please take a few moments to write one now. Remember, a “credo” is
a statement of values and beliefs. “Credo” comesftom the Latin for
“| believe” and forms the root of the word “credieility.” The next page
offers a partial list of values to help you jumg-=start your thinking.

Write your revised or new credo memo here.




Some Commonly Held Values

If you have not already clarified your values, you may wish to do so at
this time. Circle the fifteen values that you hold most dearly on the chart
below. Then cross out five of those. Then cross out five more. Then rank
the remaining five in terms of their priority and importance to you.

Family Equality Empathy
Competition Communication Beauty
Creativity Courage Dependability
Achievement/Success Friendship | Flexibility
Effectiveness Decisiveness Freedom
Happiness Harmony Health
Honesty/Integrity Humor Independence
Intelligence Love/Affaction Loyalty <
Q) @)
Patience Power Productivity g
O —
Quality Recognition Respect E'
m
Security Simplicity Service <
>
Strength Trust Truth <
Wisdom Competence Innovation
Diversity Challenge Open-Mindedness E
®
Curiosity Growth Prosperity/Wealth m
. - d
Autonomy Hope Risk Taking -l
Spirituality/Faith Variety Energy/Enthusiasm
Teamwork Discipline
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YOUR VOICE SHOULD NOT ARTICULATE
PLATITUDES BUT REAL VALUES THAT WILL
GUIDE YOUR CHOICES AND THE CHOICES OF
THOSE YOU LEAD.

A common problem with organizational
mission statements is that they have been
voted on and discussed to the point of being
meaningless. Consider, for instance, the
statement that follows: “We are committed to
providing optimum service to our customers
while maintaining a culture of integrity

and responsibility.”

Can you tell what the businesﬂs(dg@ls it a chair

manufacturer or a fire departmerit or a retail store?
Compare that mission sta nt to what, for a time,
was Nike’s mission stat t (not “Just do it"—that’s a
slogan). It was “Bea ok.” Although Nike’s original
mission stateme s focused on competition, it was

stated clearly@& established priorities and guided
|

decision making. Its employees had clear guidelines for

’& at your Credo Memo again. Are your values clear?
uld those whom you lead have clear guidelines?




A Straight-Line Story

We all have experienced times when we strayed from our articulated
values. We mean to walk the straight line but, every now and then, we
step out of bounds a bit. How straight has your line been since you
first began working to Model the Way? Take a few minutes to create
your “straight-line story.”

Here is how one such story might look. Suppose that one of your stated values is “to
be honest and fair in all dealings.” But late one afternoon, after a tiring day, you neglected
to mention to your co-workers that some new information might slightly affect a decision
that took days to make. One evening at a restaurant, you noticed that the server forgot to
charge you for the dessert, but you decided that since the service wasn’t perfect, you were
“owed” a free slice of pie. During tax season, at the dinner tabie, with your small children
present, you and your spouse joked about claiming the-iarnily cat as a tax deduction. None
of these actions is terrible, but what does each of th:arin do to your line? Is your line as
straight as you would like it to be?
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MY STRAIGHT-LINE STORY

Think about an incident or two in which you felt you were veering from your
stated values. Use the space below to tell your story to yourself, drawing while you
think. Show the line veering when you weren’'t walking the talk or weren’t credible. What
happened? What caused you to veer from the line?
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Do you detect any patterns? For instance, do you seem to veer most often when you
are tired or when you feel pressured by someone above you in the organization?

<
O
O
m
—
—
I
m
<
>
_<

GL 3J9ovd




<
O
O
m
—
—
T
m
<
>
_<

9L 3I9ovd

Reflection

If the incident(s) you used in your straight-line story related to your
personal life, rather than to your work life, was straying from the
straight line less important or less critical? Do you have different
standards for yourself when no one is watching, when the boss isn’'t
watching, or when no one at work is watching?



Congruence

So far, you have examined areas in which you have been successful
and areas in which you still wish to grow as you attempt to Model
the Way. As you continue your journey, it is important to look at
ways in which you can extend this practice beyond your own ideas
and actions to those of your work area. A starting point for this is
performing an environmental scan. What message does your work
area/office send? For example, have you ever dealt with a surly,
unhelpful retail clerk standing beneath a framed statement that says,
“Our customers are #17°? If so, you have experienced the incongruity
between the firm’s—likely the CEO’s—values and the behaviors of the
staff members.
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Environmental Scan

As in the example of the store clerk, perhaps you don’t see your effort
to Model the Way having much effect on your work area/office/division.
Often, whether we realize it or not, work environments send messages,
and these may not be congruent with what you are trying to achieve.
Perhaps the work environment is sending messages that do not support
the values you want to model and want those you lead to emulate. Walk
around your work area and the other areas in which you have some
influence (break room, parking lot) and take note of the messages that
are present. Look at posted signs. Look at what is written on coffee
Mugs on people’s desks. Look at cartoons tacked to cubicle walls and
things posted on bulleting boards. Are they congruant with the example
you are trying to set?

If you tell those whom you lead that “We are a®cam, equal partners in this
endeavor” and that you respect the worth of ¢very one of them, why do you
have an executive parking space?

If you assert that “We are all one anxaither’s customers and should be treated
as we would treat any customers,*what message is sent by the person
responsible for distributing oaffice supplies, who has hung a sign on her door
that says, “I can only pleas¢one person a day. Today isn’'t your day. Tomorrow’s not
looking so good, either.” It’s funry, but what does it do to your efforts to Model the Way?
What message does it send to those who need office supplies? What message does it send
to people who pass it a dozen times each day?

Sometimes the choice of words matters, too. During the U.S. gasoline-pricing
situation in 2008, many gas stations began requiring customers who were paying in cash
to pay in advance. Often this was communicated by handmade notes taped to the gas
pumps. What are the different messages sent by these three notes—about how you will
likely be treated when you go inside to pay?

1 « CASH: MUST PREPAY INSIDE!

2 . We apologize for the inconvenience, but we ask that cash customers
please visit us inside before pumping gas.



3 « Credit and Debit Only. Cash customers pay in advance.

As you scan your work environment, pay attention to signs, to wording, and
to office décor. If you were a first-time visitor, what impression would you receive? What
is the cumulative effect these messages can have?

Consider the actual case of two North Carolina social-services offices. The business

of both offices is the same: to provide clients with services, such as support for food
purposes, women-in-crisis help, job referrals, and child-safety issues. The agencies use
the same policies, rules, and forms.

The first office, in the Eastern part of the state, is in an old building in need of some
cosmetic touch-ups that will have to wait because of lack Ofistate funds. There is a huge
parking lot, and the visitors’ area is filled to capacity. ThieYdbby has two large, glass walls
covered with metal blinds. The wall opposite the blid&s’nas three windows for customer
reception. It is clear that only one of the receptiqfh windows is ever staffed, as books and
other materials are piled in the remaining two=A.arge sign in red lettering says, “SIGN IN
ON THE CLIPBOARD AND WAIT UNTIL YO )YXRE CALLED.” There is no clipboard, and,
when you ask for it, the receptionist rolls N&r eyes, sighs heavily, and points you back to a
small stand near the door. There is a. &lipboard chained to it. There is a long list of names
ahead of yours. Several dozen peenie wait in plastic chairs lined up in rows across the
room. Signs posted around the\room, in all-capital letters and red ink (some in multiples)
say, “NO CELL PHONES,” “NOYSMOKING,” “NO CONCEALED WEAPONS,” “PLEASE
CONTROL YOUR CHILRBREM,” “NO PETS,” and “DO NOT TOUCH THE BLINDS.”

The second office, in the Western part of the state, is in an old building that is in need of
some cosmetic touch-ups that will have to wait because of a shortage of state funds. There
is a large parking lot with many empty spaces. In the lobby there are a few chairs. Only one
woman and a small child are waiting. Two small signs in black lettering say, “Thank you for
not smoking” and “Se habla Espanol.” A single receptionist is seated at the only receiving
window; she records the client’s name and time of arrival, then directs the client to the area
where the needed service will be provided. As the clients leave the building, the receptionist
tells them goodbye and notes the time of departure. Occasionally the agency’s director, in
the daily course of walking around, stops to watch the parking lot from a window and sees
that spaces turn over throughout the day. If she notes a number of cars staying in the same
spaces for an unusually long time, she refers to the receptionist’s times in and out records to
identify bottlenecks in the agency’s processes.
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What messages are sent to visitors at these two offices? What does the environment
tell you about the culture and climate? How do you think the employees behave, and
how do clients respond, given the environmental conditions? What is the voice—what
are the values—of the leaders in the two offices? In the case of the first office, do you
think the message sent is really the one the leader intends to send? What changes
could be made to the environment in order to improve the client’s experience?



HOW DO INCONGRUITIES BETWEEN
STATED VALUES AND THE ACTUAL WORK
ENVIRONMENT OCCUR?

Often there is nothing intentional; somewhere
along the way, someone implemented a rule
or needed a signature, and it became part of
the standard operating procedure.

For instance, an organization’s mission statement speaks
of “trusting the integrity of each employee.” One month,
during an unexpected tax audit, the CEO asks that requests
to use company cars temporarily go to the executive

level for signatures. The rule never is lifted and becomes
institutionalized; over time, a request to use a car gradually
becomes entangled in paperwork and bureaucracy.
Knowing the history behind rules, policies, processes,

and decisions often can help leaders get at the roo
incongruence between values and practices. In

Model the Way more effectively, you will likely

such things that will be relatively easy to ¢ . For issues

that require more untangling, you are e CEQ(aged to review
the third practice, “Challenge the P@”
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The Sacred Story Versus
the Real Story

Author and consultant Jane Bozarth recalls a time in graduate school
when a professor said that he wanted to examine the university’s
sacred story. He distributed materials, such as school catalogs,
program brochures, and materials printed out from the school’s
website, and asked students to take ten minutes to work together to
determine the school’s “story.” Based on information provided in the
materials, the students described a diverse, technologically focused,
state-of-the-art learning community.

The professor then said, “You’'ve just written this school’s sacred.story. Now look around.
What's the real story?” The students looked at the room they.were in. Holes in walls had
been unrepaired for years. Desks needed to be refinished (Audiovisual equipment—in
2006—consisted of an old overhead projector and a chzikboard with no chalk. The class
was overwhelmingly composed of white Americanrirty-somethings. The “real” story was
incongruent with the “sacred” story told by the gsamotional materials.

How far apart are the sacred stories.and real stories of your own work area
and organization? What can you d@+o reduce the gaps? How can you and those you
lead work to make your real story imore like the sacred one?
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Talk to Those You Lead

1 « If you haven’t stated them or otherwise made them public, ask your
constituents what they think your values are. The answers might surprise you.

If you aren’t yet comfortable with this, play back to yourself an imaginary tape of the
assorted messages—e-mails, interactions with others, and assignments—that you have sent
in the last six months. What would others say your values are?

2 « Ask each of your constituents to identify something in his or her daily
interactions with you that he or she feels is inconsistent with your values
and/or those of your organization. You will likely find that the same items come up
time and again. This should give you some ideas about areas on which to focus.

3 « Do a “not do” activity. Sometimes flipping the prablem upside down makes
answers clearer. Consider your values and those of your aorganization. At a group meeting
or other gathering, ask those you lead to answer “net do0” questions:

B What do we not do when we are putting Customers first? (Answers might be: tell the
customer to wait, carry on private convérsations within earshot of customers, put
callers on hold “for a second” when we know it will be much longer.)

B What do we not do when we tieat one another as customers?

B What do we not do when\vwe celebrate one another’s successes?
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Congruence: Align Your Calendar
with Your Voice

Review your calendar for the past three months. Also review items
such as e-mails and memos, assignments given, and celebrations held.
What story do these sources tell? Are they congruent with your voice?
For example, does your calendar show many cancellations? Do you
cancel important things in order to take care of urgent things? Is time
allotted for walking around? Are celebrations scheduled?

If possible, look at the calendars of the people you lead. What story is there? Is their time
spent in activities that detract or conflict with your “shared ideals”2 Are they involved in
assignments or serving on committees that do not support what you have modeled? For
example, a hospital administrator, while leading a large initiative-to improve client care,
realized that two of her key people spent a great deal of tinie.serving on a committee to
decorate the staff lounge areas.

What disconnects do you see from lookizjsat your calendar and your
stated values?




Module Summary: Mirrors

Our actions, reactions, and decisions all reflect our values and ideals.
When you look in the mirror to view yourself, as a person and as a
leader, what do you want to see? What do you want others to see?

Write a description of the self you wish to reflect in the mirror below.
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Action Plan

Successful journeys require plans and maps. What is your “map”
for continuing your journey to Model the Way? Record your next
steps here.

1 « I have had a number of small wins in Model the Way already. Some of
them are:
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3 « I will work to stay on a “straight line” by:

5 . I will work to resolve the gap between my organization’s sacred story and
its real story by:
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6 « I will work with my constituents to identify issues they feel are not

congruent with my stated values, starting on (date) .......eccecvvcvvciviiiiiiiiiiiciiicininne. :

7 « I will review my own and my constituents’ calendars and activity logs for
discrepancies with my values and our shared ideals every ..................... weeks/

months. (I will put this on my calendar now.)

8 « I will do a self-check on how well I Model the Way every ..........ccceeuueeeennne.
weeks/months. (I will put this on my calendar now.)



Additional Resources

For additional help in developing your ability to Model the Way, you
may wish to consult the following resources.

If you find that your intention to Model the Way often is frustrated by crises and other
urgent situations (as in the calendar activity on page 24), consult Stephen Covey’s Seven

Habits of Highly Effective People to find strategies for prioritizing and managing the urgent.

If your impulses or emotional reactions—such as losing your temper and overreacting to
bad news—keep you from being able to Model the Way as well as you would like, resources

on emotional intelligence may prove useful. A good starting point is Daniel Goleman’s book,

Emotional Intelligence (Bantam, 1995). There are many resources available on the web
as well.

Model the Way includes setting an example, which is challeiriging in the face of deadlines,
budget problems, and business needs. As a leader, you cre also challenged to help those
you lead as they learn to Model the Way. Discussions of, readings about, and workshops on
ethical business behaviors can help you and youi.constituents to Model the Way.
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