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HOW TO
USE THIS
WORKBOOK
Most of us want to leave the
world better than we found
it. We strive to change and
improve things so that our
children’s world is richer and
more equitable than our own.

The following pages are meant to help you look ahead and
envision a better state of affairs for your family, for your
team, for your organization, for your community. And once
you have a better picture of that ideal future in mind, we
will help you to communicate it more effectively to those
who can help you implement it.
In addition, this workbook contains sections that will help
you make your team a more forward-thinking group and
your organization a more visionary place. And because
visions are co-created and shared, there is a section on how
to build visionary skills in others.
Finally, because all leadership is self-development, there is
a section with practical activities you can use to become a
more competent visionary yourself.
Though these materials are presented in a sequence, don’t feel
bound by it. Each activity is here because it adds something to
your overall skills as a leader—but you can engage them in any
way that is useful for you. So if you need to present a vision to
your group soon, start with “develop and deliver a vision.” If
you have more time, you might consider starting with some of
the self-development activities that follow.
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V

underlies this workbook has already been presented to you.
We recap the highlights of this information on the following
pages. If you have not been through the workshop, then
more information on the concepts is to be found in The
Leadership Challenge chapters on Inspire a Shared Vision.

PA G E

For those who have participated in The Leadership
Challenge® Workshop, much of the framework that

|

Each section contains activities to help you focus on the
skills needed to become more adept at looking ahead and
creating the workplace and the world you would like to see.
Many pages are designed to be reproduced so that you can
use them as worksheets to help you become more adept
as a vision practitioner. Each of these pages is identified as
such in the footer.

HOW TO USE THIS WORKBOOK

We have
dreams of a
better future,
one in which
our aspirations
become more
completely
realized than
they are now.
If you have
such a dream
of the future,
or would like
to develop
one, this
workbook
is for you.

UNDERSTAND
VISION AND
VISIONARY
BEHAVIORS
Envision the future by
imagining exciting and
ennobling possibilities.
Enlist others in a common
vision by appealing to
shared aspirations

What Is Vision?
We define vision as:

This means that to be effective, a vision must:
■

Speak of a desired future state of affairs

■

Aspire to a high standard

■

Be tailored to a specific situation

■

Build on values—what is most important to you
and to others

■

Engage the aspirations of your audience

■

Use visual imagery

■

Motivate people to action

2.

Enlist others in a common vision by appealing to
shared aspirations
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Envision the future by imagining exciting and
ennobling possibilities

PA G E

1.
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In addition, the practice of Inspire a Shared Vision has two
key components or commitments:

U N D E R S TA N D V I S I O N A N D V I S I O N A RY B E H AV I O R S

An IDEAL and UNIQUE
IMAGE of the FUTURE
for the COMMON GOOD

1. What do you think when you hear the words
“envision the future”? What does this mean to you?

VISION BOOK

As you
consider this
definition
of vision
and the two
commitments
associated
with it,
reflect on
the following
questions:

2. Have you ever felt you had a vision? If so, what
became of it? If not, what might you gain if you had one?

3. What is the distinction between the mission
of your organization and your vision for it?

|
PA G E
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4. When you consider the phrase “enlist others
in a common vision,” what comes to mind? What
does this mean to you? Why is “enlisting others” important?

U N D E R S TA N D V I S I O N A N D V I S I O N A RY B E H AV I O R S

5. Why are “shared aspirations” important?

|
PA G E
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Behaviors Associated
with Inspire a
Shared Vision
These are the six behaviors specific to Inspire a
Shared Vision. The number next to each refers to
the position of these behaviors among the thirty
behaviors of leadership measured by the LPI.

I describe a compelling image of what our
future could be like.

#

7

LPI ITEM

I talk about future trends that will influence
how our work gets done.

#

2

LPI ITEM

#

17

I show others how their long-term
interests can be realized by enlisting in
a common vision.

22
#27

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

LPI ITEM

#

LPI ITEM

VISION BOOK

LPI ITEM

4

I appeal to others to share an exciting
dream of the future.

#

PA G E

12

LPI ITEM
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I speak with genuine conviction about the
higher meaning and purpose of our work.
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As you revisit your LPI Feedback Report, answer the following
questions. (If you have not completed the LPI, you can rate
yourself on how frequently you engage in each behavior
using a 1 to 10 scale, with 1 indicating “Almost Never” and 10
being “Almost Always.” See the Resources section for more
information on how to access and use this instrument.)

1. What do these statements mean to you? How
or why is each significant?

2. How do you interpret your scores? Where
are your strengths now? Which of these behaviors are
“common practice” for you, either in your eyes or in the
experience of those around you?

PA G E

the frequency of engaging in these behaviors?

|

3. Where do you already know you can improve

U N D E R S TA N D V I S I O N A N D V I S I O N A RY B E H AV I O R S

The
Leadership
Practices
Inventory was
designed as
an instrument
to help you
understand
the behavioral
aspect of
leadership—
those things
leaders do
that the rest
of us see as
effective
and willingly
follow.

5
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GET BETTER
AT THE VISION
THING
Leadership is a personal
endeavor. The number one
thing we look for in a leader
is credibility—that quality of
being authentic, of having belief,
word, and action in alignment.

Enhance Your
Vision Skills
The Leadership Practices Inventory provides
a wealth of data about your current practice
of the six behaviors related to Inspire a
Shared Vision.

1. Choose the vision behavior that had the
highest score from your observers. This indicates an
area of strength for you. Were you aware of this? Make an
inventory of how you think you exhibit this behavior. What
can you do to be even stronger here?

2. Choose one of your two lowest rated
behaviors. People see you engaging in this activity less
frequently. What would you gain if people around you saw
you demonstrating this behavior more frequently?

G E T B E T T E R AT T H E V I S I O N T H I N G

Use the
following
methods to
delve deeper
into these
skills and to
increase the
frequency
with which
you use them.

|
PA G E
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3. How might you increase the frequency
of this behavior?

4. What resources might help you build strength
with all six vision behaviors?

VISION BOOK
|
PA G E
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Learn More About
the Visionary in You
The following two exercises will help you to
broaden your personal horizons, providing a
stronger base from which to think of vision
for your team, your organization, and your
community.

Exercise 1:
Your Past as Prologue
Surprising as it may sound, research has shown that the
more understanding a person has of his or her past, the
better able he or she is to predict the future. The more that
we appreciate the themes in our own lives, the more able
we are to plot a future course that is consistent with our
values and principles.

9

The Leadership Challenge® Workshop, 5.0
Copyright © 2017 by James M. Kouzes and Barry Z. Posner.
Reproduced by permission of The Leadership Challenge®, A Wiley Brand.
www.leadershipchallenge.com

PA G E

In this exercise you will look back at significant experiences
in your work and personal life to see what they can
teach you about the person you are and the leader you
can become.

|

Our own lives are often our best teachers, particularly when
it comes to leadership—to understanding what motivates
us, what our preferences and beliefs are, what our natural
strengths are, what moves us to action or change, what
helps us succeed and what gets in the way, and what we
strive for in our lives and in our work.

G E T B E T T E R AT T H E V I S I O N T H I N G

Becoming
more adept
as one who
can conceive
of and deliver
vision requires
considerable
knowledge
of self.

HIGHEST
PEAK

college
graduation

marriage

kids
new
job

first
job

promotion

21 YEARS

PRESENT

layoff
illness
LOWEST
VALLEY

father
passes away
INSTRUCTIONS

VISION BOOK

Create a grid on the following page similar to the one
above, and then spend a few minutes charting the
significant events or experiences in your life, starting at
age 21 and continuing to the present.
Focus primarily on your work life, but don’t neglect
important events in your personal life.

■

If the event or experience was a “peak,” plot it above
the line; if it was a “valley,” plot it below the line.

■

Some “peaks” will be higher than others, and some
“valleys” will be lower than others.

■

Next to each event or experience you plot, jot down a
few notes to identify it.

|

■

PA G E
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HIGHEST
PEAK

PRESENT

G E T B E T T E R AT T H E V I S I O N T H I N G

21 YEARS

|
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LOWEST
VALLEY
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THEN ANSWER THE FOLLOWING QUESTIONS:

1. Is there a theme or pattern to the peaks in
your “life line”? What does this consist of?

2. If there is a theme or pattern to the valleys,
what is it?

VISION BOOK

3. What helped you get out of the valleys
in your past?

|
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4. What does your life line tell you about who
you are as a leader and what matters most to you?

5. How might you incorporate these insights
G E T B E T T E R AT T H E V I S I O N T H I N G

into a vision you are creating for your team or
organization?

|
PA G E
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Exercise 2:
Envision Your Future
A useful component of envisioning the future of your
organization is to think hard about where you are going.
An honest exploration of your personal vision will give
credibility to any vision in which you wish to involve others.

VISION BOOK

Leadership
is a personal
endeavor. The
number one
thing we look
for in a leader
is credibility—
that quality
of being
authentic,
of having
belief, word,
and action in
alignment.

1. If you could lead anything, what would it be?

2. Where do you see yourself in five years? What
will you be doing, and with whom?

3. What is your ideal personal future?

|
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4. Picture the party to celebrate your retirement
after a long and distinguished career. Who will be
there? What will people be saying about you?

G E T B E T T E R AT T H E V I S I O N T H I N G

5.

What legacy would you like to leave to your
company, your family, and your community?

|
PA G E
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DEVELOP
AND DELIVER
A VISION

Becoming
more adept
as one who
can conceive
of and deliver
vision requires
considerable
knowledge
of self.

Creating a vision starts with
knowing what you want to do or
where you want to go and then
applying the skills of Inspire
a Shared Vision to refining
and delivering that message.

Create a Message
1. What do I want my/our future to be? What will it
look like? Who will be there? What will we be doing?

2. What would “an exciting dream of the future”
look like?

3. What is the meaning of the future I want to
create? What values does it express? What larger purpose will

DEVELOP AND DELIVER A VISION

As you begin
shaping your
vision, ask
yourself these
questions.

we be serving?

|
PA G E
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4. What do I know about the trends and
influences that will shape the future I want
to create? What do I need to research in order to be
better informed?

VISION BOOK

This is a
thoughtful
process; take
as much time
as you need
to formulate
answers
that are
meaningful
to you and
to others.

5. Who will be affected by my vision? What is
important to them? How will they benefit?

6. How can I be sure to take this from my vision
to our vision?

|
PA G E
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7. How does my vision reflect and tie into a
larger vision of the future in our organization?

8. How can I create a “big picture” image of the
future that appeals to others?

DEVELOP AND DELIVER A VISION
|
PA G E
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Know Your
Constituents
Building a compelling vision of the future that
will motivate others to action requires that
you investigate the needs and aspirations
of your audience. Use these questions as a
starting point for assessing the dreams and
goals of your constituents.
Make duplicates of this worksheet for each person who will
be affected by your vision of the future. Given the personal
nature of vision, you might be better served to make
this assessment by interviewing each person, using the
following pages for notes.

VISION BOOK
|
PA G E
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Vision Worksheet

1. Where do you see yourself in five years? If you
could be doing what you really want to do, what would that
look like?

most to you?

NAME:

3. Where do you see our organization in three to
five years? What will we be doing? What will it be like to
work here?

DEVELOP AND DELIVER A VISION

2. When it comes down to it, what matters

|
PA G E
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4. In what direction do you see our organization
evolving? Where would you have us go?

6. How can I involve you in co-creating the
future? What is your dream?

VISION BOOK
|
PA G E
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Craft Your Vision
Presentation

LANGUAGE AND IMAGERY

1. What specific language can I use to convey my
ideas to others?

2. What imagery can I use that will convey a
powerful mental picture to my audience?

DEVELOP AND DELIVER A VISION

Having a clear
vision in your
own mind
doesn’t bring
it into being—
you must
communicate
effectively so
that others
“catch”
your vision
from you.

Indeed, choosing the most effective language,
metaphors, and imagery is an art. Consider
the techniques Dr. Martin Luther King, Jr.,
used that made his “I Have a Dream” speech
so effective. Adapt these techniques to make
the delivery of your vision as compelling as
the ideas it contains.

|
PA G E
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3. What metaphors and symbols will be evocative
for people listening to me?

4. What jargon should I avoid?

VISION BOOK

5. How can I make sure that my language
clearly states that this is our vision and not just
my vision?

|
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CREATE VERSIONS OF YOUR VISION SPEECH
As you consider each constituent group you will present
to, create a version of your presentation suitable to that
audience. Make note of what is different in each situation
and how you would adapt your overall message to suit.
Consider creating versions of your presentation that
address differences such as these:
Presenting to different groups, such as a finance
team, an engineering group, a project team, or to
senior executives

■

A speech to be delivered in a formal setting in front of
a large group

■

An “elevator speech” of two minutes or less

■

An informal version suitable for “water cooler”
conversations

■

A concise written version that could be inserted into a
strategic plan or other document

TEST YOUR VISION PRESENTATION
Test a draft of your vision by voicing it to a trusted colleague. It
is useful to hear yourself articulate the vision, as well to obtain
feedback on what the other person heard. Seek constructive
criticism on both the content and the style of your presentation.
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Consider when and where you will present your vision to a
given group. What can you do to create an atmosphere
most conducive for conveying your message?

PA G E

CHOOSE YOUR PRESENTATION VENUE

|

Avoid reading your presentation or it may come across as stiff and
formal. Most opportunities to share vision are conversational. Get
some conversational practice before you work with a larger audience.

DEVELOP AND DELIVER A VISION

To be effective,
you will have
to deliver your
vision to people
in different
settings and
circumstances.

■

Draft Your Vision
Statement

VISION BOOK
|
PA G E
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.

Use the ideas you recorded
on the previous pages
to create a draft of your
vision presentation.

DEVELOP AND DELIVER A VISION
|
PA G E
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Evaluate Your Vision
Presentation
1. How effective was I in conveying “a unique
ideal image of the future for the common good”?

VISION BOOK

As you
reflect on the
experience of
giving your
presentation
to others, ask
yourself:

2. Did my vision come across as inspiring?

3. How else could I adjust the content of my
presentation?

|
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4. Did the presentation of my vision actually
come out the way I intended it to? Where did my
delivery best match the intention of my ideas? Where was
it awkward?

5. How did people react to what I said, and to
how I said it?
DEVELOP AND DELIVER A VISION

6. What will I do differently next time?

|
PA G E

7. What did I learn from this experience?
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Seek Feedback
from Others
Distribute copies of the feedback form on the
next page and ask others to complete it after
hearing your vision presentation.

VISION BOOK
|
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Vision Presentation
Feedback Form
As you listen to my presentation, please make
notes to help me improve my ability to deliver
on this important skill.
MESSAGE

1. What did you get from what I said? If you had to
distill my message down to two or three key points, what
would they be?

2. Was the content of my message suitable to
the context of the situation? Did anything seem out of
place? What other ideas might I have added?

DEVELOP AND DELIVER A VISION

NAME (optional):

|
PA G E
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DELIVERY

1. In conveying my message, what did
I do effectively that you would suggest I
continue to do?

2. What could I do differently that would help
me to better articulate my message, both to
myself and to you? How can I better express a genuine
conviction about the meaning of the direction I think we
should go?

VISION BOOK
|
PA G E
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DEVELOP AND DELIVER A VISION
|
PA G E

33

The Leadership Challenge® Workshop, 5.0
Copyright © 2017 by James M. Kouzes and Barry Z. Posner.
Reproduced by permission of The Leadership Challenge®, A Wiley Brand.
www.leadershipchallenge.com

STRENGTHEN
YOUR SKILLS AS
A VISIONARY
Research has shown that vision
skills are among the hardest
to learn of all leadership
behaviors. Use these practical
exercises to help you develop
your “vision muscles.”

Continue to Craft
Your Vision Message
DEEPEN YOUR CONVICTION

USE OUTSIGHT
Envisioning a future that takes your team/organization beyond
where it is now requires a large frame of reference. Research areas
of knowledge relevant to where you think your team/organization
is going. Look outside your normal “boundaries” for new and
innovative ways to think about the future.

USE A MIND MAP
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Developing the ideas that form the core of your vision takes
time. Create a time map of the steps you need to complete
to build your vision presentation.

PA G E

BUILD A TIMELINE

|

Mind mapping is a popular and time-tested form of
brainstorming. Mind maps are a way to organize one’s thoughts
around a central idea. Essentially, one creates a diagram of all the
associated thoughts and begins to draw connections between the
thoughts, which results in development and clarity of the central
idea. It is often conducted on paper, but there are also many
online resources available for mind mapping. Search on mind map
or mind mapping.

S T R E N G T H E N Y O U R S K I L L S A S A V I S I O N A RY

Continue to delve into your own motivation about the
future. What are you most excited about?

Refine the Delivery
of Your Vision
JOIN A PRESENTATION CLASS OR CLUB
To strengthen your comfort with public speaking, take a class
from Toastmasters International or enroll in a presentation
skills class.

FIND OPPORTUNITIES TO SPEAK IN PUBLIC
Seek out opportunities that allow you to speak in front of
others. At work, volunteer to present at meetings. In your
community, get involved with groups that provide you
an audience.

LISTEN TO MOTIVATING SPEECHES BY OTHERS
VISION BOOK

Seek out examples of well-written and effectively delivered
speeches and presentations. What makes them work?
What techniques are the presenters using?

INTERVIEW A SPEECHWRITER

|
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Find someone in your community who writes speeches and
presentations for a living. Do an interview to find out his or
her “best practices.”
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BUILD
VISIONARY
TEAMS AND
ORGANIZATIONS
You are unlikely to achieve
your vision by acting alone.
Engage your colleagues in
an ongoing discovery of the
unique, ideal future you
want to create together.

The following suggestions provide ways you can strengthen
your organization to be “forward-looking” and to build
momentum in others to create a future worthy of your
organization’s past.
Consider employing any of the following ideas with your
team or work group. For each, identify a specific person,
team, or situation to apply it to.

Create a “futures department” dedicated to tracking
issues affecting your organization.

■

Develop a process for forecasting future trends that
affect your industry.

■

Circulate journals from future-oriented organizations.

■

Create a book club whose focus is on
future-oriented thinking.

■

Bring in thinkers from outside your industry to talk
about trends their organizations are dealing with.

■

Host a “futures fair” that highlights new developments
taking place across your organization or industry.
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■
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Make a “futures report” a regular part of staff
meeting agendas.

|

■

B U I L D V I S I O N A RY T E A M S A N D O R G A N I Z AT I O N S

Being visionary is hard work. Many of us
have very little experience in consciously
nurturing these skills. You can affect this
situation by thoughtfully interjecting “vision
enhancing” activities into your organization—
be it your immediate work team or even the
entire company.

BUILD
VISIONARY
CAPACITY
IN OTHERS
One of the greatest gifts you
can give people around you is
the recognition that they too
can become visionaries. Use
these suggestions to consciously
build visionary skills in others—
inside your organization
or in your community.

ASSIGN PROJECTS THAT HAVE A
FUTURE COMPONENT TO THEM
Consciously design job assignments that require the
people doing them to look ahead and uncover the need for
forecasting future developments.

Individuals:

BUILD FUTURE ORIENTATION INTO
PERFORMANCE REVIEWS
Make the assessment of your direct reports’ abilities to be
forward-looking part of their annual reviews.

Individuals:

B U I L D V I S I O N A RY C A PA C I T Y I N O T H E R S

For each idea,
list particular
individuals
you could
use it with
and specific
activities or
assignments
you could
have them do.

Ideas:

|
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Ideas:
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PROVIDE MENTORSHIP OPPORTUNITIES
Pair people up with leaders in your organization who can
help them learn higher-order skills. This will encourage
them to “think big” about their own visions of the
organization and their places in it.

Individuals:

Ideas:

ENCOURAGE COMPETENCE IN
PRESENTATION SKILLS

VISION BOOK

Speaking with confidence in public is of tremendous
importance in the workplace. Help your colleagues find
ways to increase their skills through training and chances
to practice.

Individuals:

|
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Ideas:
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ENCOURAGE A DIALOG
Find opportunities to keep an open discussion going
with members of your staff about trends shaping your
organization.

Individuals:

Ideas:
B U I L D V I S I O N A RY C A PA C I T Y I N O T H E R S
|
PA G E

43

The Leadership Challenge® Workshop, 5.0
Copyright © 2017 by James M. Kouzes and Barry Z. Posner.
Reproduced by permission of The Leadership Challenge®, A Wiley Brand.
www.leadershipchallenge.com

EVALUATE
THE RESULTS
OF VISION
The purpose of vision is to
create positive change in the
world. Evaluate the effect
you are having by being more
intentional in expressing
your image of the future.

Vision Implementation
Evaluation Form
Use this worksheet periodically to evaluate progress on
implementing your vision.

1. The main points I was trying to convey were:

2. Evidence that the vision is showing
I CONVEYED IT TO
(constituents):

results includes:

ON (date):

3. Where I don’t see anything happening:

E VA L U AT E T H E R E S U LT S O F V I S I O N

THE TOPIC OF MY VISION
WAS (project):

|
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4. Given the above analysis, this is how I would
evaluate the results of my vision to date:

5. How do I need to adapt my message given
recent changes elsewhere in our organization?

I WILL PRESENT THIS
REVISED VERSION OF MY
VISION TO (constituents):

6. I would restate my vision now as follows:
VISION BOOK

ON (date):

|
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7. Who else in the organization might I involve
in order to strengthen the impact of my vision?
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E VA L U AT E T H E R E S U LT S O F V I S I O N
|
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Vision Presentation
Follow-Up Feedback Form
In order to become more effective at expressing my vision of our
future, I would appreciate your feedback.

1. What do you remember as the key points of
the vision?

I PRESENTED YOU WITH
MY VISION FOR (project):

2. Do you think of this as my vision or
our vision?

VISION BOOK

ON (date):

3. What has happened since my presentation
that is a result of the vision I presented?

|
PA G E

48
The Leadership Challenge® Workshop, 5.0
Copyright © 2017 by James M. Kouzes and Barry Z. Posner.
Reproduced by permission of The Leadership Challenge®, A Wiley Brand.
www.leadershipchallenge.com

4. What hasn’t happened that you
thought might?

5. What suggestions do you have for where we
take this from here?
E VA L U AT E T H E R E S U LT S O F V I S I O N
|
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RESOURCES
FOR INSPIRE A
SHARED VISION
You are not alone in your
journey to envision a better
world. Learn from others
to deepen your skills and
model them for others.

SUGGESTIONS FOR IMPROVING YOUR
PRACTICE OF INSPIRE A SHARED VISION

■

Every week, think of something you can do to
clarify the kind of future you would like people to
create together.

■

Set up a process for looking ahead and forecasting
future trends.

■

Continually look for ways in which you can get input
from others on your vision, and encourage others
to envision an uplifting and ennobling future.

■

Keep a list of your constituents. Identify those you
haven’t reached out to yet and think about how you
can learn more about their hopes and dreams.

■

Set aside time at least once every month to talk
about the future with your staff. Make your vision of
the future part of a staff meeting, a working lunch,
conversations by the water cooler, and so on.

■

Read a biography of a visionary leader. Make notes
about the way the person communicated vision and
enlisted others in a common vision.

■

Join Toastmasters or take a course in effective
presentations to learn how to communicate your
vision more effectively.

■

Ask yourself, “Am I in the job to do something or am
I in it for something to do?” Make a list of what you
want to accomplish while you are in your current
job—and why.

|

Become a futurist. Join the World Futures Society.
Read American Demographics or other magazines
about future trends. Use the Internet to find a
“futures” conference that you can attend. Make a list
of what reputable people are predicting will happen
in the next ten years.

RESOURCES FOR INSPIRE A SHARED VISION

■
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VISION BOOK

■

Visualize what it will be like to attain your vision.
Rehearse this scenario frequently in your mind.

■

Read your vision speech to someone who will give
you constructive feedback. Ask the person these
questions: “Is the speech imaginative or conservative?
Is it unique or ordinary? Does it evoke visual images?
Is it oriented toward the future or toward the present?
Does it offer a view that can be shared by others?”

■

Hone your vision down to a short phrase of five to
nine words that captures its essence.

■

Regularly revisit and refine your vision. Think about
events in the world, trends in your business, and
changes in your life that might affect your vision.

■

Look for CDs, tapes, podcasts, and videos of famous
speeches by leaders who’ve inspired a shared vision.
Learn everything you can from the masters. Keep a
journal in which you note what you can use.

■

Interview a speech writer. Ask him or her to share
methods for constructing an inspirational speech.

■

Read a book from the recommended list.

■

Watch a movie from the recommended
list for Inspire a Shared Vision, available at
www.leadershipchallenge.com/go/videos.

|
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SUGGESTED FURTHER READING ON INSPIRE A
SHARED VISION
For a current reading list of works that support Inspire a Shared
Vision, visit www.leadershipchallenge.com

RESOURCES FOR INSPIRE A SHARED VISION
|
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Inventory ®, a 360-degree questionnaire for assessing leadership
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