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Vision Statement
Compose a vision statement to bring meaning to your work
Does your team know the “why” behind their work? Do they believe that it matters? Use this worksheet to
evaluate an existing vision statement or to write a new one.

STEP 1: WRITE YOUR VISION STATEMENT HERE, OR COMPOSE A NEW ONE.

STEP 2: TEST YOUR VISION STATEMENT.
Evaluate your vision against the elements of organizational belief outlined in the chapter. Answer each question
below using a 1-5 scale.
1= not at all, 2= maybe a little, 3= neutral/not sure, 4= probably/likely, 5= definitely

HOPEFUL

1-5

Does your vision statement reflect your hope for the future?
Is it optimistic enough to appeal to the dreamers in your organization?
Is it pragmatic enough to appeal to the realists in your organization?

Total your points and divide them by 3. Record the average here:

POINTS BEYOND THE LEADER
How strongly does the vision apply to each of these groups?
Team
Organization/Company
Community
World

Total your points and divide them by 5. Record the average here:

1-5
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EXTRAORDINARY

1-5

Does your vision statement “shoot for the moon”—stretching beyond your team’s comfort zone?

ATTAINABLE

1-5

Do you believe this can be done?
Do you have time on your side to execute it?
Do you have money on your side to execute it?
Do you have skills on your side to execute it?
Have you or anyone else accomplished something like this before?

Total your points and divide them by 5. Record the average here:

CLEARLY COMMUNICATED

1-5

Does your vision statement engage people emotionally?
Does it engage people logically?
Can each individual see how it applies to them and their role?
Is your vision statement posted or shared in an accessible space?
Do you refer to your vision statement often—verbally and otherwise?

Total your points and divide them by 5. Record the average here:

STEP 3: PLOT YOUR POINTS
Take your score or averaged score from each category, and plot
it on the corresponding spoke on the radar chart below. Draw
a circle through each plotted point to reveal the shape of your
vision statement.
If your plot looks like the irregular circle in the middle, identify the
attributes you need to focus more attention on to snap your vision
into shape.

STEP 4: REVISE AND REFINE
Repeat steps 1-3 until your vision resembles the outer circle—
achieving that perfect mix of optimism and pragmatism that
leads to extraordinary results.
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Service Statement
Align the interests of customers, stakeholders, and staff
How healthy is your business ecosystem? This exercise will reveal how three groups of stakeholders see your
business today, so you can better influence how they see it tomorrow.
In this self-driven constituent analysis, you’ll document, analyze, and align the interests of your:
•
•
•

Shareholders — those who fund the work
Employees — those who do the work
Customers — those who are impacted by the work

Note: This is a simplified version of the six-step exercise you read about in Chapter 2. Depending on the needs
and size of your team, you can follow either approach to align constituent interests and ensure you’re always
focusing your efforts on the right work.

STEP 1: DOCUMENT THE PRESENT.
Write down what each constituent group says about your company today, what they like, what they want, and
what they need.

CONSTITUENT

WHAT THEY SAY ABOUT US TODAY

Shareholders
Fund the work…

Employees
Do the work…

Customers
Impacted by work…

STEP 2: IDENTIFY COMMON INTERESTS.
Go back to the table you just created and circle areas of overlap, looking for areas where interests converge.
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STEP 3: CREATE FUTURE STATEMENTS.
Focusing mostly on the areas of overlap you discovered in step 2, write down the things you’d like shareholders,
employees, and customers to say 3-5 years from now.

CONSTITUENT

WHAT WE WANT THEM TO SAY ABOUT US IN THE FUTURE

Shareholders
Fund the work…

Employees
Do the work…

Customers
Impacted by work…

STEP 4: SIMPLIFY IT INTO A SINGLE SENTENCE.
THIS IS YOUR NEW SERVICE STATEMENT.
Look for overarching themes and use them to identify your top 3 action items or goals that will take your
company into the future while balancing the needs of each group.

When we accomplish our work, our shareholders will say
											 		
our employees will say 											

,
,

and our customers will say
.
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Commander’s Intent
Clarify and communicate what you’re trying to achieve
As we learned in this chapter, commander's intent is about clarity of purpose, articulating the end goal, and then
giving your team space to deploy their expertise through goals. These elements are key:
•
•
•

Outcomes
Key Activities
Operating Constraints

ACTIVITY 1: FORMULATE YOUR COMMANDER’S INTENT
Write a commander's intent for your team that aligns with your vision statement (Chapter 1) and service
statement (Chapter 2). Divide your commander's intent into four parts, as shown here. Fill out parts 1, 2, and 4
now. Save part 3 until after you read Chapter 4 and complete Exercise #4.
PART 1: THE CLEAR OUTCOME OF ACHIEVING OUR PURPOSE LOOKS LIKE…

COMPLETE AFTER
EXERCISE #4

PART 2: THE SINGLE MOST IMPORTANT THING THIS TEAM CAN DO IS…

PART 3: THE TEAM WILL ACCOMPLISH THEIR OBJECTIVE BY…

PART 4: OUR OPERATIONAL CONSTRAINTS INCLUDE…

TIP: Refer back to the commander's intent for Workfront’s leadership team, found in the sidebar early in Chapter 3.
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ACTIVITY 2: PRACTICE SETTING EXTRAORDINARY GOALS
The purpose of defining your commander's intent is to give you a North Star—something with which to align
your key initiatives and extraordinary goals, which we’ll set in Chapter 4. But first, I want you to practice going
through the process of defining clear, stretch, and extraordinary goals, so you can build that muscle.

STEP 1
Select an area of your personal life that you’re trying to improve, such as health, physical fitness, or
finances, and write it here:

STEP 2
Write one goal of each type, making sure each is written in the form of a measurable outcome.
CLEAR GOAL
A measurable outcome I know I
can accomplish, because I’ve done
something similar before.

EXAMPLE
I will run for 15 minutes a day, 3 days
a week.

YOUR TURN

STRETCH GOAL
EXAMPLE
A measurable outcome that will push I will alternate 5 minutes of running
me to a new level of intensity.
with 1 minute of sprinting for 30
minutes a day, 3 days a week.

YOUR TURN

EXTRAORDINARY GOAL
A measurable outcome that will
push me out of my comfort zone and
require me to change the way I do
things today.

YOUR TURN

EXAMPLE
I will run/sprint for 30 minutes a day,
3 days a week, adding 5 minutes
every week, until I reach 60-minute
sessions.

TIP: Don’t forget to apply the five-minute stress to make sure your extraordinary goal isn’t a pipe dream.
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Key Initiatives
Break your goals down into concrete components
You’ve formulated 3/4ths of your commander's intent. You’ve practiced setting clear, stretch, and extraordinary
goals. Now you need to “shape the path” by creating a practical pattern of activity for your team to follow.

PART A: IDENTIFY KEY INITIATIVES
STEP 1: INVITE EXPANSIVE THINKING
Gather your team, hand each person a stack of sticky notes, and set a timer for a couple of minutes.
Share parts 1 and 2 of your commander's intent from Exercise #3, and ask everyone to write down as
many ideas as possible for accomplishing them—one idea per sticky note—and to stick them to the wall in
a random order.
STEP 2: INVITE CONTRACTIVE THINKING
If you have a large group, divide them into two teams, and invite each team to take half the sticky notes
off the wall and group them into 4-6 clusters or themes. These are your potential key initiatives. (You’ll
have some leftover ideas that don’t fit into a theme, and that’s okay.)
STEP 3: IDENTIFY YOUR KEY INITIATIVES
Ask each team to present their 4-6 clusters or themes. You’ll find that one or more of those clusters will be
very similar across the two teams, making them key initiatives front runners. Use the wisdom in the room
to identify other clusters or themes that should become key initiatives as well. Write your final key initiatives in the chart that follows.

KEY INITIATIVE #1:

Extraordinary goal (measurable outcome):

Owner:

Date:
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KEY INITIATIVE #2:

Extraordinary goal (measurable outcome):

Owner:

Date:

KEY INITIATIVE #3:

Extraordinary goal (measurable outcome):

Owner:

Date:

KEY INITIATIVE #4:

Extraordinary goal (measurable outcome):

Owner:

Date:

KEY INITIATIVE #5:

Extraordinary goal (measurable outcome):

Owner:

Date:
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PART B: MAP YOUR MILESTONES
What works for climbing a 14,000-ft. peak also works for
accomplishing a key initiative. Select ONE key initiative from
Part C that you’d like to break down into milestones. Remember,
your goal is to create the smallest possible plan.

M4
M3
M2
M1

Rewrite the key initiative here:

STEP 1: LIST MILESTONES
Ask your team, “What is one thing we will have to do for sure to meet the extraordinary goal for this key
initiative?” Include it as a milestone below (M1, M2, etc.). These are the big rocks you have to move, and
they will all move at different rates and paces—not necessarily sequentially.
STEP 2: BARELY ACCOMPLISH
Pause after each milestone and ask, “If we stop there, will we just BARELY achieve the key initiative?”
Circle NO or YES. Keep adding milestones until you hit your first YES. That’s your last milestone.
		
M1:
NO / YES
M2:

NO / YES

M3:

NO / YES

M4:

NO / YES

M5:

NO / YES

STEP 3: EVALUATE
If after five milestones, you find you still haven’t hit a YES answer, then you aren’t working at a high
enough level.
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PART C: DETERMINE YOUR BEST NEXT ACTIONS
So you have a key initiative identified, and you’ve divided it
into no more than 4-5 Milestones. You’ve now shaped the path
that your team will follow. Now you need to determine how to
navigate along that path. That’s where best next actions come in.

M3
BNA3
BNA2

M2

BNA1

STEP 1: BRAINSTORM YOUR BEST NEXT ACTIONS
Take each milestone and write down a few actions you are confident your team can accomplish in the
next couple of weeks.

STEP 2: ADD DETAIL
Determine what “done” looks like for each BNA, and assign each one an owner and a date. Do this for
each milestone. Your BNAs do not have to be sequential, and you can work on BNAs for several different
milestones simultaneously.
STEP 3: START KNOCKING OUT YOUR BNAs
The secret to activating momentum and direction is insisting that the current BNA gets done and then
relentlessly refocusing on one new BNA (but not ten) at least every couple of weeks.

PART D: FINALIZE YOUR COMMANDER’S INTENT
Flip back to Exercise #3, Activity 1, where you started formulating your commander's intent, and complete Part 3
“The team will accomplish their objective by…” with a brief summary of the key initiatives you just identified.
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Check Six
Define your compass-point question and go/no-go criteria
As we learned in this chapter, momentum toward an extraordinary goal rarely progresses in a straight line. At
this point it is time for a “Check six.” It’s a term fighter pilots use to refer to the 6:00 spot on the clock, which is
directly behind you. This is your final quality check before you begin to manage the cadence of the work.
The two simple tools in this exercise will help you ensure that you have a tight plan and give you helpful
language for discussing and altering the plan.

STEP 1: WRITE A COMPASS-POINT QUESTION
What is your guiding force? What is the one simple question that will always lead you back to your overall goal?
(e.g., “Will it make the boat go faster?”) Come back to this question at each decision point.
TIP: Flip back to Exercise 3, Activity 1, Part 2. Take your response to the prompt “The single most important thing
this team can do is…” and rephrase it in the form of a question.

STEP 2: DETERMINE GO/NO-GO CRITERIA
Remember, this is the “Mission Abort” criteria for each milestone. For example, “If X happens…” or “If Y
isn’t approved/funded/developed/hired…” then you will try a different tactic. There are two simple tricks for
discovering useful go/no-go criteria that will signify when it’s time to re-group and steer in another direction.
•

Look back at your BNAs, whether you wrote them on the Chapter 4 worksheet or somewhere else, and
circle those that are absolutely non-negotiable.

•

Identify a nightmare scenario for each milestone. Ask yourself, “What could happen that would make it
impossible to complete this milestone?”

Using the insights from these two activities, write 1-3 go/no-go criteria for each milestone in the table on
the next page.
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KEY INITIATIVE:

MILESTONE 1:

GO/NO-GO CRITERIA:

MILESTONE 2:

GO/NO-GO CRITERIA:

MILESTONE 3:

GO/NO-GO CRITERIA:

MILESTONE 4:

GO/NO-GO CRITERIA:

MILESTONE 5:

GO/NO-GO CRITERIA:

TIP: Reflect on the compass-point question whenever you reach a no-go point. And remember the Turkish
proverb on Scott Shippy’s wall: “No matter how far you have gone on the wrong road, turn back."
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Escape Velocity
Maintain momentum by focusing intently on the right work
As we learned in this chapter, there are certain skills every leader must master when striving to maintain their
team’s momentum. This worksheet includes two exercises that will help you:
•
•

Relentlessly inspect and accomplish BNAs
Differentiate projects that are grounded from those that have achieved escape velocity

ACTIVITY #1: BNA CARD STACK
Imagine gathering a stack of index cards, and writing one BNA on each card, with the relevant key initiative in
the upper left and the milestone in the upper right. Imagine relentlessly flipping through the index cards, making
sure each BNA gets done. If you’re old school, you can take this advice literally, using actual index cards. Or you
can use modern work management technology in the same fashion.
KEY INITIATIVE:

MILESTONE:

BNA:

TIP: You can hand a BNA “card” to someone else—either literally or digitally—requesting that they return and
report when the BNA is complete. When the BNA is done, throw the card away and move on to the next one in
the stack, continually adding more when the stack gets low.
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ACTIVITY #2: ESCAPE VELOCITY GRAPH
This subjective activity will help leaders determine which key initiatives need more of your time and attention.
Start by writing your five KIs from Exercise #4 on the lines below.
KI-1.
KI-2.
KI-3.
KI-4.
KI-5.

Effort (time and attention expended thus far) right7

Now plot each one on the grid (using the abbreviations KI-1, KI-2, etc.) based on how much effort has been
expended and how much progress is being made.

Effort (time and attention expended thus far) right7

INTERPRETING THE GRAPH
If a key initiative is positioned above the gray diagonal line, it has achieved escape velocity; let it fly. If it’s below
the line, that bird is grounded; give it a boost.
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Communication Playbook
Craft messages that are both heard and understood
As the leader, you own the communication around your key initiatives and extraordinary goals. But how do you
determine the proper cadence and the best channels for keeping everyone engaged and in the loop? This
exercise will help you accomplish the twin goals of “reduced complexity” and “heightened frequency.”

STEP 1: DETERMINE WHAT YOU NEED TO COMMUNICATE
Pulling from previous exercises, fill out the table below. For each key initiative, record the last BNA that was
accomplished as well as the next one in your stack. Why? So you can celebrate recent successes and maintain
focus on what needs to happen next. This provides the foundation for WHAT you need to say: “Great job for
completing X, let’s rally the troops around Y.”

WHAT ARE WE TRYING TO DO?
Commander's intent

HOW DO WE GET THERE?
KEY INITIATIVE 1:

KEY INITIATIVE 2:

EXTRAORDINARY GOAL:

EXTRAORDINARY GOAL:

Last BNA:

Next BNA:

Last BNA:

KEY INITIATIVE 3:

KEY INITIATIVE 4:

EXTRAORDINARY GOAL:

EXTRAORDINARY GOAL:

Last BNA:

Next BNA:

Last BNA:

Next BNA:

Next BNA:
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STEP 2: PLAN YOUR CHANNELS
Now you need to determine WHEN and HOW to share your message. Select a key initiative and write it
below, placing checkmarks in the boxes to indicate both recent and upcoming communications around that KI.
(Alternately, use a single table to map all key initiatives, writing “KI1,” “KI2,” “KI3,” in the appropriate boxes.)

KI:

CHANNELS

PLANNED COMMUNICATIONS

FREQUENCY

RECENT COMMUNICATIONS

Email

Last
Month

Last
Week

This
Week

Next
Week

This
Month

Intranet

Meeting

Slack

Video

Live Video
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Mental Toolkit
Make a plan to deal with the unexpected
We have very little control over the external variables that make plans go awry—geopolitics, market conditions,
a partner’s pathological fear of the open ocean. Inspired by Debra Searle, who rowed solo across the Atlantic in
a boat built for two, this exercise will help you build resilience in the face of adversity.

BUILD YOUR MENTAL TOOLKIT

IN THE MIDST OF A STORM

BE F O RE YO U S E T SAI L

Resilience, according to Debra, is all about “mindset not magic.” Your resilience toolkit will consist of four things
to decide in advance, and three practices to enact in the midst of an unexpected storm.
TOOL 1: ALTER EGO
Someone you channel when you
need a dose of courage.

EXAMPLE
Debra calls upon her inner Xena:
Warrior Princess—or business
magnate Richard Branson.

Whose example is a source of
strength to you?

TOOL 2: MEMORY SONGS
A song, album, or playlist you can
play (audibly or mentally) during
challenging times.

EXAMPLE
I play Don’t Look Back by Boston
whenever I take the stage at a
Workfront Conference.

What is your fight song?

TOOL 3: CONTAGIOUS BELIEF
A positive belief or personal
motto you can call upon when
times get tough.

EXAMPLE
“I felt I was the luckiest person alive
on so many of the days I was out
there,” says Debra.

What is your contagious belief?

TOOL 4: DISCOMFORT ZONE
The practice of voluntarily
pushing yourself beyond your
comfort zone, so you’ll feel
more “comfortable” there when
unexpected challenges arise.

EXAMPLE
I recently rappelled down the side
of Workfront’s 5-story office building,
despite an intense fear of heights.

How are you expanding your comfort
zone today?

TOOL 5: ARRIVAL SCENE
What it looks like, feels like, and
sounds like when you arrive safely on
the other side of this challenge.

EXAMPLE:
Debra continually envisioned arriving
safely in Barbados, being reunited
with family and friends.

What does your arrival scene
look like?

TOOL 6: WORDS OF
ENCOURAGEMENT
Supportive thoughts you would offer
to someone else in your situation.

EXAMPLE:
I often draw on Chip Nemesi’s words:
“I know you will surprise them, and
they will draw strength from your
example.”

TOOL 7: ATTITUDE CHOICE
The outlook you choose when
everything feels out of control.

EXAMPLE:
Says Debra: “Every day I made an
attitude choice: I said it out loud.
It had to be a positive attitude—
negative attitudes were banned on
the boat.”

What can you say to yourself and
others to build resilience?

What is your attitude today?
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THREE NIGHTMARES
The anticipation of a terrible event is always worse than the event itself. To help build up your immunity to
unexpected challenges, write three nightmare scenarios and then apply the last three tools to them for practice.
TIP: You can pull some of the nightmare scenarios you brainstormed on the milestone level in Exercise #5, or
invent new ones.
NIGHTMARE #1:
Scenario:
Arrival Scene:
Words of Encouragement:
Attitude Choice:
NIGHTMARE #2:
Scenario:
Arrival Scene:
Words of Encouragement:
Attitude Choice:
NIGHTMARE #3:
Scenario:
Arrival Scene:
Words of Encouragement:
Attitude Choice:
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Work Performance Indicators
Improve your visibility with these five WPIs
There are five work performance indicators (WPIs) that, when combined, can give you a clearer view of what’s
happening inside your organization, revealing what you need to fix and where you’re winning already.

PART 1: EVALUATE YOUR ORGANIZATION
Let’s start with a quick, subjective evaluation to see where your organization stands today.
WORK PERFORMANCE INDICATOR (WPI)

CIRCLE ONE

MIX: Does the proportion of work allocated to RUN vs CHANGE/CREATE match your goals
for the business?

CAPACITY: Does your organization have adequate bandwidth and resources?

VELOCITY: How frequently is work done in the time originally committed?

QUALITY: Are your team members satisfied with the quality of the work they’re producing?

ENGAGEMENT: Do your team members understand their roles, believe they matter, and feel
pride in the work?

Look at your particular combination of upward and downward arrows, and compare it to the examples on the
facing page. Fill in the blanks below with an appropriate adjective for each WPI (weak, strong, poor, excellent,
etc.). Then write your own interpretation of the results, in the style of the assessments at right.
We have: 			
				
What it means:

Mix, 				Capacity, 			Velocity,
Quality, and			
Engagement.

9

EXERCISE

PART 2: INTERPRET THE RESULTS
The following examples will help you understand how the five WPIs work together to help you see where you
need to focus more time and attention.
M

EXAMPLE #1: Let’s say you have bad mix, low capacity, good velocity, high quality, and low
engagement.

C

WHAT IT MEANS: You have your best resources focused on the wrong work.

Q

V
E

EXAMPLE #2: You might also have great mix, available capacity, slow velocity, great quality and
high engagement.
WHAT IT MEANS: Your team is capable of producing better work, but processes are getting in
your way.

EXAMPLE #3: Or you could have a bad mix, great capacity, poor velocity, excellent quality, but
poor engagement.
WHAT IT MEANS: You need to work on your vision, and align your available talent and
resources toward unified goals that are communicated clearly at all levels of the organization.

M
C
V
Q
E
M
C
V
Q
E

PART 3: IDENTIFY AND COMMUNICATE YOUR TOP TWO WPIs
Determine from the results above the one or two WPIs that offer the greatest opportunity for improvement, and
use them to complete the following script. You now have the ability to make any executive’s jaw drop as you
illustrate the business impact of effectively measuring modern work.
Our two greatest opportunities to improve the way we work are in the areas of:
						
and					
(WPI)

(WPI)

These improvements will have the following impact on the organization:					
(Relate this response to your Vision Statement from Exercise #1.)

We’ll accomplish these improvements by enacting these key initiatives:
KI-1:
KI-2:
KI-3:
(Refer back to Exercise #4 for help crafting your key initiatives.)
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10
Done Right Value Pyramid
Bring it all together to get work done—and done right
Mastering 21st century work is all about leading people toward a common vision—a grand vision that is hopeful,
clearly communicated, attainable and, above all, extraordinary. Each of the exercises you’ve completed in this
book, from crafting your commander's intent to identifying work performance indicators, has provided one small
step toward making that happen. Here’s a visual representation of how all the pieces fit together.

DONE RIGHT VALUE PYRAMID
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(Go/No-Go Criteria)

Best Next Actions (BNAs)

Shareholders

Customers

Employees

A few points to note:
•

Notice how those you serve (shareholders,
customers and employees) are the foundation upon
which you build every action and decision.

•

At the top of the pyramid is your vision. All actions
you take should point unfailingly toward this
organizational belief.

•

Your vision is supported by your commander's intent
and your compass-point question, which keep all
eyes trained upward.

•

Your key initiatives are defined by extraordinary
goals and are built from milestones, which are
achieved by the relentless accomplishment of best
next actions.

•

Along the right side, the work performance
indicators (WPIs) help you determine whether your
work is moving in the right direction—and how
quickly. When all arrows point upward, your efforts
are paying off. Downward arrows create drag that
will hold you back from making your vision a reality.
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YOUR TURN
Distribute copies of the blank pyramid below to the different members of your team, and fill one out yourself.
Can each person accurately state the organizational vision? Do they know the key initiatives, extraordinary goals,
milestones, and best next actions that they need to accomplish in their own unique and specific roles?

7
6
5
4
4a

3
3a

2
1a

1a. Shareholders

1b

1b. Customers

2. Best Next Actions

3. Milestones

4. Milestones

4a. (Extraordinary Goals / Measurable Outcomes)

6. Commander’s Intent

7. Vision

1c

1c. Employees

3a. Go / No-Go Criteria

5. Compass-Point Question

Once everyone you lead is able to understand and accurately complete a value pyramid like this one, you’ll have
incontrovertible proof that every member of your team both knows their role and believes it’s important. You will
have made work matter, at all levels of the organization, which is how tomorrow’s leaders will be able to make
sure modern work not only gets done—but that it gets done right.

