


Practice 5

Encourage the 
Heart



Recognize 
contributions by 
showing appreciation 
for individual 
excellence.

Celebrate the values 
and victories by 
creating a spirit of 
community.
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Encourage the Heart

Getting extraordinary things done in organizations is 
hard work. People become exhausted, frustrated, and 
disenchanted. Leaders Encourage the Heart of their 
team members to carry on. They inspire others with 
courage and hope.

To keep hope and determination alive, leaders show genuine 
appreciation for individual excellence. They express pride in the 
accomplishments of their team, and they make everyone feel like 
everyday heroes.

MODULE OBJECTIVES

■■ Give examples of meaningful recognitions.

■■ Identify actions you can take to Encourage the Heart of your 
team members.
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My Encourage the Heart Feedback

SELF OBSERVER LEADERSHIP PRACTICES INVENTORY (LPI) ITEM
 AVERAGE

5. I praise people for a job well done.

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

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

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

25. I tell stories of encouragement about the good 
work of others.

30. I get personally involved in recognizing people 
and celebrating accomplishments.
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Initial reactions:

Action ideas for getting better at this practice:
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A Meaningful Recognition

Think about one of the most meaningful recognitions 
you have ever received.  
It can be related to any part of your life—work, family, school, or 
community. What was the recognition? Why did you receive it? What 
made it so meaningful for you? Be as specific as you can.

What are some of the common elements that you 
heard from your colleagues’ most meaningful 
recognition stories?
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Positive to Negative Ratio

■■ Research shows that people who engage in at least three 
positive interactions for every negative interaction tend to be 
more effective and productive than those who have a lower 
ratio of positive to negative interactions.

Source: T. Rath & D. Clifton (2004), How Full Is Your Bucket?  
(Washington, DC: Gallup Press).
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The Essentials of 
Encourage the Heart

EXPECT THE BEST

Successful leaders have high expectations of themselves and of others. 
People frequently step up to higher levels of performance when 
expectations are high. Leaders bring out the best in others by making 
sure that people know what is expected of them and by encouraging 
them to be their best.

PERSONALIZE RECOGNITION

Leaders pay attention to remarkable achievements as well as 
achievements that are relatively small in scope, yet are personal 
breakthroughs, and recognize them. A cornerstone of meaningful 
recognition is that it is perceived as personal. For example, leaders 
tell stories with vivid details that reinforce why a person is being 
recognized. Personalized recognition lets people know they are valued 
as unique individuals and that their leaders have a thoughtful and 
personal interest in their accomplishments.

CREATE A SPIRIT OF COMMUNITY

Leaders not only recognize individual excellence, but they celebrate 
team values and victories. Celebrating together creates a heightened 
sense of community, belonging, and inclusion. It sends a message that 
everyone benefits when great things occur and reminds people of the 
enormous potential of what can be accomplished together.
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BE PERSONALLY INVOLVED

You cannot delegate affairs of the heart. As a leader you must search 
for examples of people doing things right. You must be willing to look 
people in the eye and tell them thank you. You must be personally 
involved with people, so you know when they are worthy of special 
recognition or need reassurance or guidance when they have tough 
work to do. Your acts of encouragement send very clear messages 
about the importance and legitimacy of what people do.
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“ If everyone is doing a 
great job, what’s the 
problem in letting 
them know that?” 

Lindsay Levin,
LEADERSHIP CONSULTANT
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How One Leader 
Encourages the Heart

Keeping the four essentials in mind, pay close attention to what the 
leader does. 

In what ways did this leader demonstrate Encourage 
the Heart?

How well did this leader exhibit the four essentials?  
What could the leader do to improve?

Expect  
the best.

Personalize 
recognition.

Create a spirit 
of community.

Be personally 
involved.
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What were the benefits to the leader, the team,  
and individual team members for looking for ways to 
Encourage the Heart?

How can you apply this learning in your own 
situation?
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To Keep in Mind About Encourage the Heart

■■ Leadership is more an affair of the heart than merely a matter 
of the mind.

■■ There are virtually unlimited ways to show appreciation for 
accomplishments and to encourage perseverance.

■■ Never underestimate the meaningful and lasting impact your 
genuine words of encouragement can have on others.

■■ Work on your PNR (positive-to-negative ratio)—be generous  
with your positives.

■■ Be authentic and real when you Encourage the Heart—make 
sure it’s heart to heart.
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Encourage the Heart 
Module Summary

The root word of the word “encourage” means heart. Leaders 
understand that in order to accomplish the extraordinary, people must 
have strong and committed hearts. When offering encouragement, 
the leader is in fact providing courage and strength to another 
person’s heart.

To keep people inspired and willing to persevere on the long and 
challenging path to success, leaders:

■■ Make a point to continually recognize excellence.

■■ Provide words of support and encouragement to express their 
belief and confidence in others.

■■ Show their appreciation for both the big and small things 
people do to achieve goals and model values.

What are the three most important things you learned 
about the practice of Encourage the Heart?

1.  �

2.  �

3.  �

Recognize 
contributions 
by showing 
appreciation 
for individual 
excellence.

Celebrate the 
values and 
victories by 
creating a spirit 
of community.
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Which of your team members would really benefit 
from more recognition?  
How would you personalize it?

How frequently do you Encourage the Heart?  
What benefits to you and others would there be if you increased 
your PNR?

How will 
improving in 
the practice 
of Encourage 
the Heart help 
you address 
the leadership 
challenge that 
you brought to 
this workshop? 

Think about 
these questions.
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How personally involved are you with your team? 
What is something you could do to show that you care? To perpetuate 
the stories? To be more involved in celebrations? To create a spirit of 
community?
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Ideas into Action
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“ [Celebrations] are the 
punctuation marks that 
make sense of the passage 
of time; without them, 
there are no beginnings 
and endings. Life becomes 
an endless series of 
Wednesdays.” 

David Campbell,
SENIOR FELLOW AT A LEADERSHIP 
CONSULTING FIRM
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“ Leadership requires 
learning on the job. With 
the will power—and the 
heart—to continue, you 
can lead the way.”Christian Fux, 

INTERNATIONAL NONPROFIT FOCUSED 
ON HUMANITARIAN AIDCO
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Committing



Committing

Every exceptional leader is an exceptional learner. 
Leadership development is an ongoing process that 
requires practice.

Many leadership skills can be learned successfully in the classroom, 
but we also learn from other people and from experiences. We must 
take advantage of every opportunity to practice our skills. We may fail, 
but we will learn from our mistakes.

MODULE OBJECTIVES

When you complete this module, you will be able to:

■■ Identify short-term and long-term actions for improving in one 
of The Five Practices.

■■ Hold a conversation with your team and/or manager to share 
your LPI feedback, your values, and your vision of the future.
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MY VISION

MY VALUES

A Conversation About My 
Vision and My Values
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Worksheet:  
Identifying My Goals

1. Review the notes you have made in this workbook 
and think about the insights you’ve had from the 
discussions and activities.  
Then select ONE of The Five Practices on which you want to focus 
your leadership development during the next thirty days (short‑term, 
immediate actions you can take right after the workshop) and over the 
next ninety days (longer-term actions that require some preparation).

Practice to focus on:

_____________________________________________________________________________________________________________

A useful template for thinking about your goals 
follows:

“In [time period], I will [improve, increase, decrease, or 
eliminate ________________  ] so that [describe payoff for self and 
organization]. My success will be measured by [describe 
tangible or observable outcomes].”*

*Reprinted from The Six Disciplines of Breakthrough Learning (p. 91)  
by C. Wick, R. Pollock, A. Jefferson, and R. Flanagan. Published by Pfeiffer,  
an Imprint of Wiley, 2006.
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2. Identify your short-term and long-term goals for improving the leadership 
practice you have chosen.  
Think about why you selected the particular goals and decide what specific actions you will take to 
achieve them.

SHORT-TERM GOALS (WITHIN THIRTY DAYS):

GOAL

REASONS FOR SELECTING

ACTIONS FOR ACHIEVING
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LONG–TERM GOALS (WITHIN NINETY DAYS):

GOAL

REASONS FOR SELECTING

ACTIONS FOR ACHIEVING
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Which specific aspects of your challenge will be 
addressed by your meeting your goals?

Which aspects of your challenge will require 
additional work?

If you selected a challenge that was linked to specific 
team or organizational goals, how are the individual 
goals you’ve selected connected?  
Will achieving your individual goals help the team or organization to 
achieve its goals?

How will 
achieving 
your goals 
help you meet 
your current 
leadership 
challenge?
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Worksheet: Planning a 
Conversation with Your 
Team and/or Manager

With whom will you have this conversation? 

When and where will you have it?

What will you say to begin the conversation?

Use this 
worksheet 
to plan a 
conversation 
during which 
you will share 
with your 
team and/or 
your manager 
what you have 
learned about 
yourself as a 
leader and what 
actions you 
plan to take.
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What key points will you cover?

How will you close the conversation?

What will you do to follow up on the conversation? CO
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Sample Agenda

1. Welcome.

2. Why I asked you to be here.

3. What I learned about leadership and myself. 
(Values and lessons learned about my leadership abilities from the LPI 
feedback and the workshop.)

4. My thoughts about a shared vision and values for 
this team.  
(Project, program, community, organization.)

5. What I plan to accomplish.  
(My thirty- and ninety-day goals and the actions I’m going to take to 
achieve my goals.)

6. Your feedback on what I’ve been saying: What do 
you think about all of this?

7. Next steps. Some activities we can do around 
values, vision, and other suggestions you may have.  
(Setting up the next team meeting.)

8. “I appreciate your feedback and... thank you.”
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Making Your Commitment

1. Do a “reality check” of your development plans: 
Are they clear?  
Do they make sense? Are there any additional ideas or suggestions that 
you might not have considered?

2. Make a promise to your colleague that you will take 
these actions.

3. Schedule at least two in-person or telephone 
meetings during which you will discuss what each of 
you did, what happened, what you learned, and what 
you will do next.

First meeting date and time (in about thirty days):

Second meeting date and time (in about ninety days):
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Commitment partner’s name 

_____________________________________________________________________________________________________________

Telephone number: 

_____________________________________________________________________________________________________________

E-mail address: 

_____________________________________________________________________________________________________________

Commitment partner’s signature: 

_____________________________________________________________________________________________________________
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Your Leadership Journey 

We demonstrate our commitment to becoming a 
better leader—or to doing anything, for that matter—
when we do three things:

■■ Freely choose actions.

■■ Go public with what we’re going to do.

■■ Make it hard for ourselves to back out of our commitment to 
take those actions.

That’s what you’ve done in this module. You have freely chosen goals 
you want to accomplish and actions you’re going to take to achieve 
them. You made a public statement to at least one other person about 
what you’re going to do. And you’ve made it harder to back out of your 
commitment by signing your commitment statement and arranging a 
time to talk about what you’ve done.

But the real test of your commitment comes when you leave The 
Leadership Challenge® Workshop. The true test is whether you “Do 
What You Say You Will Do” back in your organization. Your personal 
credibility will be strengthened the moment you take that first action 
step to apply what you’ve learned here.

We wish you 
continuing joy 
and success on 
your leadership 
journey!

JIM KOUZES 

BARRY POSNER

CO
M

M
IT

T
IN

G
|    P

A
G

E   1
7

7
  



What’s Next?

Because effective leadership development is not an 
event but an ongoing process, we have designed a full 
range of resources to support leaders in continuing 
their development in The Five Practices following The 
Leadership Challenge® Workshop. These include:

THE LEADERSHIP CHALLENGE PRACTICE BOOK

Helping leaders to actively use and improve their leadership skills in 
each of The Five Practices every day, the Practice Book guides leaders 
in daily activities to practice back on the job, and includes worksheets 
and grids for logging practice activities.

The Leadership Challenge Practice Book is available in PDF on the LPI 
Platform. Each user of the LPI is granted a license to access and use 
this development tool. Contact your LPI Administrator for access.  
 
 
 

THE LPI 360  RE-ASSESSMENT 

Leadership is a journey and not an event. An important part of your 
continued development as a leader is to regularly check on how you’re 
doing. We recommend taking an LPI Re-Assessment nine to twelve 
months after your initial LPI 360.  
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Appendix



Answer Key

ORIENTEERING

page 7: Questions People Frequently Ask of Leaders

■■ Who are you?

■■ Where are we headed?

■■ What are you going to do?

CHALLENGE THE PROCESS

page 105: Helping People Take Risks and Learn from Mistakes

■■ Remember that to take risks, people have to feel safe.

■■ Set up a mechanism to keep people from hurting anyone if they fail.

■■ Build trust in the team.

■■ Reward people for sticking their necks out.

■■ Cheer people on.

■■ Send the message “You can do it!”

■■ Celebrate small wins.

■■ Discuss what worked/is working, what didn’t/isn’t, what needed/needs to be done differently, and 
how to do better the next time.

■■ Be a role model.

A
P

P
EN

D
IX

|    P
A

G
E   1

8
0

  



ENABLE OTHERS TO ACT

page 129: How to Give People More Control

■■ Share information.

■■ Involve people in making decisions that affect their work and lives.

■■ Allow discretion for decisions.

■■ Back people up when they make a decision.

■■ Assign non-routine jobs.

■■ Clear away obstacles.

■■ Eliminate non-essential rules.

■■ Get people to talk about their goals, dreams, and plans for the future.
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Suggestions for Becoming 
a Better Leader

MODEL THE WAY

■■ At the end of every day, ask yourself, “What have I done today that demonstrated one of my key 
values? What have I done today that might have sent the signal that I wasn’t committed to that key 
value? What can I do tomorrow to live out a key value?”

■■ For every project you lead, set clear goals, make plans, and establish milestones.

■■ If you completed the Credo Memo activity, post your Credo Memo on the door to your office or the 
side of your cubicle where it will be visible to others. Invite people who stop by to read and have a 
conversation with you about it.

■■ If you completed the Credo Memo activity, revisit your Credo Memo in six months. Ask yourself 
whether there are any values that you’d add, delete, or modify.

■■ Ask others on your team to write their credos and share them at one of your team meetings. Ask the 
team members to come to consensus about the values they’re prepared to live out in their work. If 
you have a set of organizational values, compare your team’s values to the organization’s. If there’s 
any incompatibility, resolve it.

■■ Do something dramatic to demonstrate your commitment to a team value. For instance, if creativity 
is a value, take everyone out to buy a few kids’ games and spend a couple of hours playing them. 
Then spend an hour discussing what people learned about creativity that could be applied to their 
own work or to the organization.

■■ Every so often, trade places with one of your employees. It’s a terrific way to get feedback on how 
others think you’re doing (and to give feedback to someone else).

■■ DWYSYWD. Keep your daily organizer or calendar close at hand. Write down your promises as you 
make them and set a date for fulfilling them.
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■■ Keep track of how you spend your time. Check to see whether your actions are consistent with your 
team’s values. If you find inconsistency, figure out what you need to do to align your actions with 
the values.

■■ Develop a list of questions that you can ask to find out whether your team members are living out 
the team’s values. Ask these questions at staff meetings. For example, ask people what they’ve done 
in the last week to make sure their work is top quality.

■■ Focus on the little things—not just the big ones—so that people know you value the quality of their 
work lives. Fixing a leaky roof is just as important as constructing a beautiful new building. What 
“leaky roofs” are there around your organization, and what can you do to fix them?

■■ Look for opportunities to talk with others about your values and beliefs. Put values on meeting 
agendas along with budget and schedules, and talk about values when planning projects.

■■ Make decisions visible. Use a centrally located bulletin board to post reminders of the team’s 
decisions. Keep the board updated with information on progress.

■■ Be expressive (even emotional) about your beliefs. If you’re proud of people for living up to high 
performance standards, let them know. Then brag about what they’ve done.

■■ Tell stories about people who are living out the values in memorable ways.

■■ Choose another famous leader you consider to be a role model. Learn whatever you can from 
that person by reading a biography or watching a film about him or her. Make notes about 
what you learn.
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INSPIRE A SHARED VISION

■■ 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.

■■ 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.

■■ 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.
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■■ Look for audio and video recordings 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.

CHALLENGE THE PROCESS

■■ At least once a month, set aside time to think about what challenging opportunities—new 
experiences, job assignments, tasks—you could seek to test your skills and abilities. Look for 
opportunities to ask for tough assignments.

■■ At least once a month, identify something you can do to challenge the way things are done—the 
status quo—at work. For example, think about what product or process innovations would help your 
organization improve. Then take the initiative to make change happen.

■■ Make a list of every task you perform. For each task, ask yourself, “Why am I doing this? Why am I 
doing it this way? Can this task be eliminated or done significantly better?”

■■ Examine every policy and procedure in your organization or unit. Ask “Why are we doing it this way?” 
If the answer is “Because we always have,” ask “How is it contributing to making us the best we can 
be?” If you can’t come up with a satisfactory answer, eliminate or significantly improve the process 
or procedure so that it does contribute.

■■ Every few weeks, go shopping for ideas. Visit a local business—anything from a restaurant to a 
machine shop—with a colleague. Don’t come back until you see one practice that a business does 
very well that your company could and should copy. Then do what you can to implement it.

■■ At least once a month, take a risk. Then take time to reflect on the results.

■■ When you make a mistake, ask, “What did I learn?” Discuss the mistake and what you learned with at 
least one other person.

■■ Regularly seek opportunities to encourage others to experiment, take risks, and learn from 
accompanying mistakes.
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■■ When you begin a project, work with your team to break it into manageable chunks.

■■ Enroll in a class, course, or workshop dealing with a subject that you don’t know anything about.

■■ Begin your next staff meeting with the following question: “What action did you take last week to 
make your performance even better this week?” Persist in asking this question for at least three 
meetings in a row so that everyone knows you’re serious about continuous improvement. By the 
way, be prepared to answer this same question for yourself at each meeting.

■■ Hold a meeting with employees and ask them what really annoys them about the organization or 
unit. Commit to changing three of the most frequently mentioned items that are hindering success. 
Repeat this process every three months or so.

■■ Find something that’s broken and fix it. Is it your calculator or your compensation system? Find 
something that isn’t broken, but should be. Break it.

■■ Set up a pilot project for an innovative way of doing something—a new merchandising approach, a 
new intake process, a new procedure, new software that will make everyone more effective. Try it on 
a small scale first. Learn from it. Try some more.

■■ Reward risk takers. Praise them. Give them prizes. Give them the opportunity to talk about their 
experience and share the lessons. It’s money in the bank.

■■ Identify some successful people in your organization or other organizations who excel at challenging 
the process. Interview them about what they think are the ingredients for innovation and 
experimentation. Ask them how they “get away with” challenging the status quo.

■■ Read biographies about a couple of revolutionaries in business, science, politics, religion, or any 
endeavor. Learn whatever you can from the accounts of their lives. Note in your journal what 
you can use.
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ENABLE OTHERS TO ACT

■■ Think about the ways in which projects are planned and decisions made in your organization. 
Then come up with several actions you can take to involve others in the planning and decision-
making process.

■■ Think of several things you can do to develop cooperative relationships with people in your work 
group and with those in other parts of the organization.

■■ Hold a meeting in which the people on your team brainstorm ways in which you can treat others 
with real respect and create a climate in which people show respect for each other.

■■ Talk one-on-one with your team members to find out what kind of support and coaching they 
would like from you and what training opportunities they need. Find ways to connect people to the 
resources they need—other people, materials, funding, training, information, and so on.

■■ Increase opportunities for cross-functional or cross-organizational interaction. Establish 
common meeting areas that encourage people to interact. Bring a colleague from another area 
or team along to the next meeting. Schedule a lunch for two groups that don’t spend much time 
face-to-face.

■■ List all your tasks, duties, and responsibilities. Identify those that you must do yourself and those 
that could be delegated to others. Then delegate—making sure that you provide those you delegate 
to with the necessary resources and support. Delegate the work and the responsibility.

■■ When a project lands on your desk, set up a planning meeting with all the people who will 
be involved.

■■ Commit to replacing the word “I” with “we” for at least the next two weeks. It’s only a token of 
commitment to teamwork and sharing, but it will be noticed and valued.

■■ Never use the word “subordinate.” Use “associate” or “team member.”

■■ When something needs to be done, ask for volunteers. When you give people a choice about being a 
part of what’s happening, they’re much more likely to be committed.

■■ Assess the kinds of work that you have given people on your team to do. Does everyone have 
something to do that is important? If not, reassign some responsibilities. For example, arrange to 
have everyone in your group work with customers.

■■ Demonstrate respect and trust by regularly asking your co-workers for their opinions and viewpoints 
and sharing problems with them.
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■■ When you make a mistake, admit it openly. When you don’t know something, say, “I don’t know.” 
Show that you’re willing to change your mind when someone comes up with a good idea.

■■ Enlarge people’s sphere of influence. Make sure delegated tasks are relevant to the business. 
Increase people’s ability to make decisions and remove unnecessary approval steps.

■■ Keep people informed. The more they know about what’s going on in the organization, the more 
they will extend themselves to take responsibility and achieve extraordinary results.

■■ On a weekly basis, share information about how your unit is doing in terms of meeting its goals. 
People want to know how things are going. This information makes them feel more powerful.

■■ Substantially increase people’s signature authority. When people are entrusted to spend the 
organization’s money responsibly, they feel more in control of their own work lives.

■■ Volunteer to lead a professional, civic, or industry association. Working with volunteers will teach 
you collaborative skills and give you opportunities to use them.

■■ Hire a personal coach to help you improve in a specific leadership practice or a specific sport. Pay 
attention to this person’s approaches and techniques, and then try some of them with your own 
constituents.

■■ Choose someone in your organization who’s known as an exceptional “people person.” Accompany 
and observe this person interacting with others for a few hours. Ask for tips on how you 
can do better.
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ENCOURAGE THE HEART

■■ Think of ten little ways in which you can reward people who have done something especially  
well. Then reward those extraordinary efforts. Don’t let them go by unnoticed or un-praised.

■■ Wander around your office area for the express purpose of finding someone in the act of doing 
something that exemplifies the organization’s standards. Find a way to recognize that person 
on the spot.

■■ Identify bonuses and incentives you can use to encourage and reward people for exceptional 
performance.

■■ Ask yourself which of your constituents best embody your values and priorities. Think of three ways 
to single them out in the weeks to come, to praise and reward them.

■■ Describe three events or ceremonies you could use to give out individual awards.

■■ Create a “Hall of Fame” for individual contributors.

■■ Tell a public story about a person in your organization who went above and beyond the call  
of duty.

■■ Hold a team meeting in which you brainstorm ways of recognizing the achievements of others.

■■ Identify the next milestone your team is about to reach. What will you do to celebrate it?

■■ Think of three things you can do to Encourage the Heart in regularly scheduled meetings.

■■ Set aside one day a year for your team’s Day of Celebration. Plan a special party or event for  
that day.

■■ Make heroes of other people. Publicize the work of team members. Shine the spotlight on at least 
one person each day. Whom will you spotlight first?

■■ Think of innovative ways to recognize and reward people. For example, give a giant light bulb to the 
person who has the best idea of the month, or a chocolate kiss to a person who makes the office run 
“sweetly.” Tailor ideas to your team.

■■ Say “thank you.” Write at least ten thank-you notes and “You Made My Day” memos every week to 
praise people for jobs well done. If you can’t find ten things to praise, look harder.
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■■ Give people tools that they can use to recognize one another, such as index cards or notepads 
printed with the message “You Made My Day.” Create a culture in which peers recognize peers.

■■ Provide feedback about results. Feedback is critical, and the sooner the better. Be specific. Instead of 
simply saying, “good work,” describe what the person did and why it was “good work”: “Your report 
was so complete and clearly written that I hardly needed to spend any time at all editing it.” “We all 
appreciated the work you did to make the meeting run so smoothly.”

■■ Be personally involved. Attend the staff parties and celebrations; otherwise, you’ll send a message 
that you’re not interested and don’t consider them worth your time.

■■ Ask for advice and coaching from someone you know who’s much better at encouraging the heart 
than you are.

■■ Talk to people in your organization who have a reputation for helping others to develop. Ask them 
how they encourage others to excel.

■■ Be in love with what you are doing. Keep the magic alive.
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Tips for Sharing Your LPI Feedback

Sharing your LPI feedback with your constituents—particularly those who provided 
the LPI–Observer data—offers an important opportunity to educate co-workers 
about the practices of leadership and to demonstrate your respect for their 
feedback and your commitment to the team.

With solid preparation, a feedback session will be valuable for you and your constituents. The fact that you 
are making the effort to share your LPI feedback will mean a lot to them.

GROUND RULES FOR FEEDBACK SESSION

Establishing some ground rules can help your feedback session go more smoothly and be more useful for 
both you and others.

■■ No personal attacks or reprisals.

■■ Focus on behaviors, not personalities.

■■ Connect behaviors with results or outcomes.

■■ No hearsay, accusations, or exaggerations.

■■ Provide specific and constructive information.

■■ Include “positive” as well as “negative” feedback.

TIPS FOR RECEIVING FEEDBACK

■■ Make this a partnership process, not a debate.

■■ Focus energy on understanding, not fixing.

■■ Take feedback seriously. Bring a notepad and take notes.

■■ Ask questions (“Could you elaborate?”). Request specific examples. Confirm your understanding. 
(“If I understand correctly, you’re saying . . .”)

■■ Thank people for their feedback.
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