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MODULE  N INE  WORKBOOK:   
RECODE YOUR LEADERSHIP  



V I S I O N  C O M M U N I C AT I O N  W O R K S H E E T  
This vision communication worksheet will help you a way to create motivation and  
a way to communicate a powerful vision quickly.  You’ll get a formula for exactly 
how to speak about your vision.  You will fill out the following 6 questions and use 
your answers to fill in the blanks of the paragraph on the following page: 

1.  What’s an example of something wrong that your project will help make right? 

2.  What key values of yours are being violated by the current situation? 

3.  What is the default future that would most likely happen if this values violation 
was not corrected? 
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V I S I O N  C O M M U N I C AT I O N  W O R K S H E E T  

4.  What would be a good future expression of those same values, correcting any 
violations? 

5.  What are the means and next steps in creating that future? 

6.  What good thing might you be willing to give up or de-emphasize in order to 
create that future? 
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V I S I O N  C O M M U N I C AT I O N  W O R K S H E E T  
Use your responses to fill out the following paragraph: 

Currently          #1         which will likely lead to           #3          . I believe we can 
take a stand for             #2           by working together to create a future where              
#4                   even if we have to sacrifice some          #6           . It’s too big of a 
vision to do all at once but we are starting with            #5           . 

Fill in your paragraph below: 

R E C O D E :  T H E  V I S I O N  H O L D E R  
M O D U L E  N I N E  –  R E C O D E  Y O U R  L E A D E R S H I P  

4 

VIDEO 

3




P R O F I TA B L E  J O B  D E S C R I P T I O N  E X E R C I S E  
You’ll be creating descriptions for the next 3 people you’ll want to be working with. 
Come up with a creative title or role (something that would be attractive to them) 
and 3 metrics that are going to tell you whether they are being successful in that 
role and the target or goal that you are wanting to reach.. 

In addition you’ll write down 3 Capabilities that they’ll need to already know how to 
do as prerequisites for the job. 

Lastly fill out compensation, including whether it’s performance based pay, and 
ramp time which you will use to calculate your risk factor which is the investment 
you would make in someone to see whether they are able to make that job a 
profitable one for the organization and contribute 2x – 10x to the bottom line. 

JOB DESCRIPTION #1 

JOB TITLE: _______________________________________________________________ 

Metric #1:                                                                          Goal #1_________________                                    

Metric #1:                                                                          Goal #1                                   

Metric #1:                                                                          Goal #1                                   

Capability #1: _____________________________________________________________ 

Capability #1: _____________________________________________________________ 

Capability #1: _____________________________________________________________ 

Compensation: _$__                 _____ ______per____($____             ____per month) 

Ramp Time:            _______________________months 

Risk (Investment):   __$__________________________ 
                                  (Compensation x Ramp Time) 

Criteria To Begin Hiring Process: 

__________________________________________________________________________ 
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P R O F I TA B L E  J O B  D E S C R I P T I O N  E X E R C I S E  

JOB DESCRIPTION #2 

JOB TITLE: _______________________________________________________________ 

Metric #1:                                                                          Goal #1_________________                                    

Metric #1:                                                                          Goal #1                                   

Metric #1:                                                                          Goal #1                                   

Capability #1: _____________________________________________________________ 

Capability #1: _____________________________________________________________ 

Capability #1: _____________________________________________________________ 

Compensation: _$__                 _____ ______per____($____             ____per month) 

Ramp Time:            _______________________months 

Risk (Investment):   __$__________________________ 
                                  (Compensation x Ramp Time) 

Criteria To Begin Hiring Process: 
__________________________________________________________________________ 

__________________________________________________________________________ 
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P R O F I TA B L E  J O B  D E S C R I P T I O N  E X E R C I S E  

JOB DESCRIPTION #3 

JOB TITLE: _______________________________________________________________ 

Metric #1:                                                                          Goal #1_________________                                    

Metric #1:                                                                          Goal #1                                   

Metric #1:                                                                          Goal #1                                   

Capability #1: _____________________________________________________________ 

Capability #1: _____________________________________________________________ 

Capability #1: _____________________________________________________________ 

Compensation: _$__                 _____ ______per____($____             ____per month) 

Ramp Time:            _______________________months 

Risk (Investment):   __$__________________________ 
                                  (Compensation x Ramp Time) 

Criteria To Begin Hiring Process: 
__________________________________________________________________________ 

__________________________________________________________________________ 
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C U LT U R E  C U R AT O R  E X E R C I S E :  
As culture curator there are 4 interactions and 4 circumstances to track that are the 
highest leverage.  Answer the following questions: 

1.  How do you decide what to do? What is your culture of decision making? 

2.  How do you know if you are on track? What are you using to know when you 
are and when you aren’t? 

3.  What happens when you meet or exceed expectations? 

4.  What happens when you fall below expectations? 
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M E T R I C S  &  C O U R S E  C O R R E C T I O N  E X E R C I S E :  
Create the top 3 – 5 metrics for success for your organization and describe how you 
will receive feedback, what systems and methods you will use to track feedback, 
what your stop loss criteria are, and how you will course correct: 

METRIC #1 

GOAL#1: 

TRACKING METHOD: 

STOP LOSS: 

COURSE CORRECTION CRITERIA: 
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M E T R I C S  &  C O U R S E  C O R R E C T I O N  E X E R C I S E :  
Fill in your metrics and course correction for metric #2 

METRIC #2 

GOAL#2: 

TRACKING METHOD: 

STOP LOSS: 

COURSE CORRECTION CRITERIA: 
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M E T R I C S  &  C O U R S E  C O R R E C T I O N  E X E R C I S E :  
Fill in your metrics and course correction for metric #3 

METRIC #3 

GOAL#3: 

TRACKING METHOD: 

STOP LOSS: 

COURSE CORRECTION CRITERIA: 

R E C O D E :  T H E  S C O R E K E E P E R  
M O D U L E  N I N E  –  R E C O D E  Y O U R  L E A D E R S H I P  

11 

VIDEO 

7




M E T R I C S  &  C O U R S E  C O R R E C T I O N  E X E R C I S E :  
Fill in your metrics and course correction for metric #4 

METRIC #4: 

GOAL#4: 

TRACKING METHOD: 

STOP LOSS: 

COURSE CORRECTION CRITERIA: 
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M E T R I C S  &  C O U R S E  C O R R E C T I O N  E X E R C I S E :  
Fill in your metrics and course correction for metric #5 

METRIC #5: 

GOAL5 #5: 

TRACKING METHOD: 

STOP LOSS: 

COURSE CORRECTION CRITERIA: 
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P R O J E C T  C U T  L I S T:  
Cutting a troublesome project allows you to reclaim that part of your 
consciousness, free that part of your attention, and apply more of yourself to the 
things you actually ARE achieving.  

1.  Make a list of all the projects that have been on your plate for longer than 6 
months, 3 months, 1 month. 

2.  Notice that you are already paying the cost of not accomplishing these 
projects, so crossing them off your list is relatively “costless” 

3.  Pick at least one large project that you are ready to “Put to bed” 

4.  Reach out to anyone who is connected to that project - vendors, partners, 
employees, customers, or friends, and let them know that you are putting an 
end to that project indefinitely and will let them know if you decide to create a 
new similar project at a later date - but currently you have no plans to do so. 

5.  If any of the projects on your list feel “too important” to cross off your list 
forever (like paying taxes, getting necessary insurance, or what have you) then 
really consider what would have to be true to make that project your #1 urgent 
priority. What positive and/or negative conditions would have to exist to give 
you the required motivation to prioritize and accomplish the project? 

6.  Write down some of the conditions in the space provided. Decide that you will 
not make any progress on these projects until those conditions are met, and 
once they are - reintroduce the project as a top priority. 
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P R O J E C T  C U T  L I S T:  

Projects you’ve had for over 6 months: 

Project:                                                                                               [   ] Put it to Bed 
Conditions: 

Project:                                                                                               [   ] Put it to Bed 
Conditions: 

Project:                                                                                               [   ] Put it to Bed 
Conditions: 

Project:                                                                                               [   ] Put it to Bed 
Conditions: 

Project:                                                                                               [   ] Put it to Bed 
Conditions: 

Projects you’ve had for over 3 months: 

Project:                                                                                               [   ] Put it to Bed 
Conditions: 

Project:                                                                                               [   ] Put it to Bed 
Conditions: 

Project:                                                                                               [   ] Put it to Bed 
Conditions: 

Project:                                                                                               [   ] Put it to Bed 
Conditions: 

Project:                                                                                               [   ] Put it to Bed 
Conditions: 
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P R O J E C T  C U T  L I S T:  

Projects you’ve had for over 1 month: 

Project:                                                                                               [   ] Put it to Bed 
Conditions: 

Project:                                                                                               [   ] Put it to Bed 
Conditions: 

Project:                                                                                               [   ] Put it to Bed 
Conditions: 

Project:                                                                                               [   ] Put it to Bed 
Conditions: 

Project:                                                                                               [   ] Put it to Bed 
Conditions: 
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R E F L E C T I O N  Q U E S T I O N S  J O U R N A L  
Reflections exercises are one or more questions that we’d like you to be in deep 
consideration of for the entire week.   These are meant to be shared with your 
family, friends, and community so that they can offer you a more complete 360 
view of yourself, your identity, and your reality. 

Ask yourself the following questions and share them on the Recode Facebook 
Forum: 

1.  Which role is most challenging for you? The Vision Holder, The Talent Attractor, 
The Delegator, The Culture Curator, The Scorekeeper, or The Guardian?  

2.  What has been the cost to your projects of these challenges? 

3.  What will you do differently in the future? 
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