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Toolkit Overview 

Executive Summary 

The Leader’s Dashboard offers a versatile tool that can be used as an assessment tool, as a 

living, breathing document to keep the client focused and on track during the engagement; as a tool to 

use to help clients struggling with overwhelm and time management; and as a tool for clients to get 

their team members on the same page and aligned. 

On a single page you have a tool that forces clients to write down the most important elements of their 

work and career: vision, mission, values, strategic edge, initiatives, metrics, relationships, and 

development opportunities. Once a client has clarity on these items, they have clarity and can focus 

their time more powerfully on what really matters. 
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When To Use the Toolkit / Examples 

Use the Toolkit in the following situations: 

 Assessment. When an engagement begins, include the Leader’s Dashboard as part of your 

assessment work along with any other assessments you might do (e.g., a 360-degreee verbal 

assessment and any off-the-shelf assessments you conduct). The Dashboard will tell you 

where the client has clarity and where they don’t. It will tell you opportunities where the client 

might want support and thereby inform your coaching plan. From there, you can use the tool 

as a living, breathing document for ongoing coaching. For senior leaders, this document can 

replace the traditional development plan and become a major focus for your leadership 

coaching. Every month or quarter, coach and client can take out the Dashboard to review it, 

get coaching on outstanding issues and challenges on it, and update it. 

 Client faces overwhelm or issues with time and juggling multiple priorities. The Leader’s 

Dashboard forces the client to make choices about what matters most. Once they complete 

their Dashboard, they know how to focus their time on what matters most. 

 Organizational alignment. After they do it, many clients want their employees to complete a 

Dashboard too. That way, the client can make sure that everyone is on the same page with 

vision, mission, values, and key performance initiatives, and metrics. Each employee’s 

Dashboard should roll up into the overall strategic and financial plan for the organization. 

While no online version exists for this tool, it would not be hard for your client to create one 

within their organization if desired. 

 Career coaching. By completing a dashboard that looks at one’s current role and one’s 

overall career, your client can determine the overall alignment between both. Then they can 

make decisions about how best to optimize their role and career with the overall vision and 

mission. 

 Quick goal setting. Some clients have used the Leader’s Dashboard as a way to bring their 

teams together and do a mini-strategy/business plan/goal setting session. The Dashboard 

offers a convenient way to take a look at the big picture mission/vision/values, the strategic 

edge of the organization, the tactical initiatives and metrics, and then ways to build 

relationships and capacity. 
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Prompts from the Client that Tell You About an Opportunity to Use the Toolkit 

Normally a coach would simply integrate this Toolkit into any leadership-related coaching 

engagement. Having this Toolkit can demonstrate to clients that you have a proprietary assessment 

that helps them get clarity about what matters most for their success, and focused on spending their 

time on the initiatives, conversations, and relationships that have maximum impact. 

However, following are two ways to know that you might have an opportunity to use the Leader’s 

Dashboard with clients or prospective clients: 

1. The client is not sure they want to move forward with a full blown engagement. You 

might suggest that you start with an assessment package to find out if you both have fit, and to 

show how quickly you can help the client get insights. See the proposal language that follows. 

You have choices here. First, you can offer a bundle of assessments. I usually package a 360-

verbal assessment, off-the-shelf assessment, and the Leader’s Dashboard. Alternatively, you 

can choose a single assessment such as the Leader’s Dashboard. 

2. The client tells you that they are overwhelmed. The Leader’s Dashboard becomes one of 

many tools you can use while helping them get control of their time and priorities. See the 

Toolkit focused on overwhelm and time management. 
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The Process / Coaching Plan 

The process for implementing the Leader’s Dashboard is simple: 

1. Hand out an abridged version of the Toolkit to the client. Usually with clients, focusing on 

their area of responsibility is the place to start. 

2. Let the client complete as much of the Dashboard as they can before your next session. 

3. At the session, use powerful, open-ended questions to guide the process. For instance: 

a. What did you take away from completing your Dashboard? 

b. Where would you like coaching on your Dashboard? 

c. Which areas were most insightful for you? 

d. Which were most challenging? 

e. Which were the easiest? 

f. Which do you still need to complete? 

g. How would you like to use this moving forward? 

4. The client should complete/revise the Dashboard based on the coaching session or 

sessions. 

5. Periodically ask the client to take out the Dashboard for review and updating, with their 

permission. Each client is different, but somewhere between monthly and quarterly usually is 

about right. 
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Other Toolkits to Consider 

The Dashboard can lead to any number of Toolkits because it is an assessment tool. 

 The sections on vision, mission, values, edge, initiatives, and metrics can lead to the Toolkit 

about strategic planning. 

 The sections about initiatives and metrics can lead to any number of Toolkits if the client is 

having issues executing effectively. Toolkits related to influence and communication, resolving 

conflict, executing effectively, time management, and Engaging teams, leading change are 

only a few examples. That’s another reason why this Toolkit is so powerful. 

 The sections about relationships can lead to coaching using the Toolkit about Powerbase. 

 The section about Development can lead to any number of toolkits as well, including those 

related to behavioral and perceptual coaching, career planning, and skill development based 

on almost any relevant Toolkits. 
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Proposal Language Sample 

Following is language for using the tool as a standalone assessment package, for a client that 

might not be sure about moving forward with a full-blown coaching engagement. Typically I 

charge $2,500 for a package like this. For the Leader’s Dashboard alone, the price based on the 

experience of surveyed coaches might be $995 to $1,495. Of course, you have to decide. However, if 

a client isn’t willing to invest this amount to get some great insights about how to be better, how likely 

do you think they will be to invest in a larger coaching engagement? 

The following language represents an illustrative client, per the background shown. It is for a client 

that wants a full package of assessments. You can use the goals, approach, and fees section to insert 

into a general proposal.  

Background 

Per our discussion, you are excited in your role as a senior leader in your company and want to 

continue to develop professionally. Within a year, you would like to move from a Vice President to 

Senior Vice President role and want the support of executive coaching to help you get there. Before 

you engage in a longer-term engagement you want to be sure there we have a good fit. At the same 

time, while you have some ideas about what we should discuss in our coaching, you would like a 

more detailed coaching plan. 

To that end, we have agreed that it makes sense to begin with an assessment phase. 

Goals of our Initial Engagement: Assessment Phase 

The goals of our initial work together will be that 

 You develop insights about your thinking and communication style, as well as your behavioral 

traits. These insights can help you understand how to work more effectively with: 

 Members of your team 

 Your manager and other senior leaders in order to improve their perceptions of you 

 Colleagues across the organization so that you can execute more easily 

 You understand how others perceive you and identify areas where you can have more 

productive and effective impact on the colleagues most important to your success. 

 You gain clarity about your most important priorities so that you make the best use of your 

time and can spend more time preparing to take on a new role. 
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Approach 

The following approach captures what we discussed in our meeting. Please let me know if anything 

below is different than your recollection of our discussion. 

The initial engagement will take four weeks. During the first week, you will complete two 

assessments. The first is a highly-validated assessment tool that gives you the insights described 

about your thinking and communication style and behavioral traits; it takes about 90 minutes for you to 

complete. The second is the Leader’s Dashboard, which on one page identifies the factors most 

important to your time and ultimate success. Meanwhile, I will work with you to complete a 360-degree 

verbal assessment, interviewing in confidence up to 12 of your colleagues about your strengths and 

any advice they have to help you be an even better leader.  

Important: All of this work will be strictly confidential. Only you will see the results of this work, and 

you decide how to move forward with the results.   

We will then review the results of these assessments during three 90-minute coaching sessions via 

phone. The coaching sessions will be designed for you to have insights that help you identify your 

best opportunities to develop professionally and your path to move towards the Senior Vice President 

role.   

You agree that within one business day after the final session you will make a decision about 

continuing the coaching or not, per the terms we have discussed. 

Investment 

The investment for this phase is $2,500, payable up front. 
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Practical Tips 

 Do not hand out this document or the larger Tool to clients (as with all tools). Do hand out 

the abridged version. 

 Let the client guide the process and tell you where they want to focus the coaching. 

 Challenge the client to get focused if they list too many initiatives or metrics. 

 Challenge the client about how they will stay accountable to what is on their Dashboard, and 

also how they will stay focused.  

 Many clients have difficulty with their edge, with what sets them apart. You might have to 

give them examples about how other organizations and individuals have set themselves apart. 

Read books about strategy or bring up the most successful organizations you know. Ask the 

client about organizations or people they admire and what sets them apart, so that they can 

come up with answers about how they can develop an edge that would satisfy them. 
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The Toolkit 

Welcome to: The Leader’s Dashboard 

Situations/Presenting Problems: 

Client is overwhelmed. 

Client has difficulty focusing on what matters most. 

Client complains that the organization is not accountable or aligned. 

Client would benefit from a tool to stay grounded and focused on the most important things. 

Client seems to have a conflict with their own values, vision, and career and the organization's needs. 

  

Benefits: 

Client is grounded and focused on what matters most. 

When the tool is used to foster accountability, the entire organization is aligned and accountable. 

Client resolves issues of personal conflict with the organization's values, vision, and priorities. 

Client has a simple tool to know what the most important things are for success and satisfaction. 
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The Leader’s Dashboard: Table of Contents 

Area of Inquiry Rationale 

The Leader’s Dashboard This is the tool itself. 

Vision The Leadership Dashboard begins with vision. 

Mission It then moves to the client's and organization's purpose. 

Values Values are a key component of leadership. 

Edge 
What is the client's edge in his or her career? What about the 

organization's edge or competitive advantage? 

Performance 
If the leader can't define and measure the most important performance 

metrics, he or she has no way of measuring success. 

Key Initiatives 

Most organizations and leaders have too many initiatives on their plates. 

This section of the Dashboard challenges the client to focus on the key 

things he or she must do well. 

Relationships In this section of the Dashboard, the client lists key relationships. 

Development The best leaders develop future leaders. 

Reconciliation 

How closely do the client and organization line up on sharing vision, values, 

initiatives, relationships, and so forth? Without alignment, the client will not 

be fulfilled and the organization will not be served. 
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One-Page Executive Dashboard 

Dashboard Area For Your Career 
For Your Organization or Area of 

Responsibility 

Vision   

Mission   

Values   

Edge   

Key Performance 
Indicators 

  

Top 3-5 Initiatives   

Professional 
Relationships 

  

Development   
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Vision 

Career Vision. Where do you see yourself in 3-5 years? 
  Idea Joggers 

   Problems you solve 

  
Products and services 

  What you or your organization 

does best 

  Target markets served 

  Value you provide and to 

whom 

  Number and location of 

offices 

Organization Vision. Where do you see your organization in 3-

5 years? 
  Processes you oversee 

    Technologies you have in 

place 

  Types of 

employees/contractors 

  How big can your 

organization/career get? 

  Key milestones needed? 

  What else about your vision? 
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Mission 

For my career For my organization or area of responsibility 

My talents that I like to use include The talents that we like to use include 

  

I use/express those talents with the following 
activities 

We use/express those talents with the 
following activities 

  

The contribution I want to make in the world 
through my work 

The contribution we want to make in the 
world through our work 

  

What makes me passionate about what I do What makes us passionate about what we do 
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Core Values 

My top 5 

nonnegotiable core 

values include 

Examples of how I live 

these values 

Examples of how I don't 

live these values and can 

do better 

  Idea Joggers 

      

  Accountability Dignity Justice Responsibility 

  Achievement Diversity Knowledge Results 

  Adaptability Empathy Leadership Reverence 

      

  Advancement  Energy Learning Risk Taking 

  Adventure Enthusiasm Listening Safety 

  Attentiveness 
Entrepreneur-

ship 

Long-term 

View 
Security 

      

  Authority 
Environmental 

Awareness 
Love Service 

  Balance Ethics Loyalty Socializing 

  Being the Best Fairness 
Making a 

Difference 
Spirituality 

     

  Belonging Faith Money Stamina 

  Caring Family Opportunities Status 

  Caution Friendship Organization Success 

     

  Challenge Focus Partnering Teamwork 

  Collegiality Forgiveness Peace Tolerance 

     

(Continued) 
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My organization’s 

5 nonnegotiable core 

values include: 

Examples of how we live 

these values 

Examples of how we 

don't live these values 

and can do better 

  Collaboration Honesty Positivity Tradition 

  Community Humor/Fun Power Trust 

  Compassion Improvement Prestige Unity 

      

  Competition Independence Productivity Variety 

  Confidence Influence Profit Vision 

  Contribution Initiative Purpose Wealth 

      

  Control Innovation Quality Winning 

  Cooperation Integrity Recognition Wisdom 

  Creativity Intelligence Resilience   

      

  
Customer 

satisfaction 
Involvement Respect   
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Edge 

 What are the top 3 talents that set you 

apart? 

What are the top three things your 

organization or area of responsibility 

does best and that set it apart? 

One   

Two   

Three   
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Performance 

State your top three performance goals 

 For the success of your career 
For the success of your organization or 

area of responsibility 

One   

Two   

Three   
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Key Projects and Initiatives 

For Your Career Success 

 
Project or Initiative Start/End Date Outcomes that Show Success 

How This Project Supports 
Your Goals and/ or Vision for 

Your Career 

One     

Two     

Three     

Four     

Five     

 

Which projects will you cancel or postpone in order to free yourself up to do the above? 
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For Your Organization’s or Your Area of Responsibility's Success 

 
Project or Initiative Start/End Date Outcomes that Show Success 

How This Project Supports 
Your Organization’s or Area of 
Responsibility’s Goals and/or 

Vision for Success 

One     

Two     

Three     

Four     

Five     

 

Which projects will you cancel or postpone in order to free up your organization or area of responsibility to do the above? 
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Relationships 

Important Personal Relationships 

Role Names How they can help me succeed How I can help them succeed 

Peers/colleagues    

Mentors    

Customers    

Managers    

Direct reports    

Investors    

Outside advisors    

Other key people    

Other key people    
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Important Relationships for the Organization/My Area of Responsibility 

Role Names How they can help me succeed How I can help them succeed 

Customers    

Peers/colleagues 
   

Employees 
   

Managers 
   

Investors 
   

Vendors 
   

Outside advisors 
   

Key Alliances 
   

Government 
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Professional Development 

Areas for My Professional Development  How Our Organization Will Develop Leaders    

              

Assignments and 

experience I need 
How I will acquire it   What We Do Metric of Success   Idea Joggers 

   

        
Assessment tools to identify likely 

high performers 

        
Challenging high-potentials through 

new assignments and projects 

        Clear career paths 

My strengths that I can 

build on 
How I will build on them         Coaching 

    

        Compensation and reward systems 

        
Designing roles to include 

autonomy and opportunities to grow 

        Development planning 

Knowledge and skills I 

need to move forward 
How I will acquire them         

Dialogue with employees about the 

company’s direction, vision, and 

strategy 

    

        
Formal succession planning for key 

roles 

        
Fostering collaboration up, down, 

and across the organization 

        
Frequent informal performance 

reviews 

(Continued) 
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Areas for My Professional Development  How Our Organization Will Develop Leaders    

              

Behaviors that might be 

holding me back 

How I will eliminate or 

change them 
  What We Do Metric of Success   Idea Joggers 

   

        
Identifying flight risks and engaging 

them before they leave 

        
Internal leadership development 

academy 

        Management by walking around  

Attitudes that might be 

holding me back 
How I will shift them         Mentoring 

    

        
More flexible options to retain top 

talent 

        
Recruiting leaders from outside 

who can shake things up 

        
Recruiting that targets potential 

leaders 

          Rewards and recognition 

    

        
Setting a tone for and modeling 

high performance 

        
Teachable moments – providing 

real time feedback 

        Training programs 



 
 

37  
Copyright Center for Executive Coaching. All rights reserved. 
This content may not be shared except with your paying clients for live one-on-one and group engagements. It may not be licensed to 
others, used as part of a train-the-trainer program to train coaches, or distributed electronically as part of an online program for multiple 
virtual users. You may adapt it for client use with the statement, "Adapted with permission by Center for Executive Coaching.". 

Reconciliation Between Self and Organization 

Area What is in Alignment 
What is Not in 

Alignment 
Action Step(s) 

Vision    

Mission    

Edge    

Key 
Performance 
Indicators 

   

Top 3-5 
Initiatives 

   

Professional 
Relationships 

   

Development    
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Leadership Dashboard Abridged Organizational Focus 

The Leader’s Dashboard: For your organization/area of responsibility 

Instructions: Please complete the Leadership Dashboard prior to our next coaching session to the 
best of your knowledge. Don’t worry about being perfect. We will review it during our next coaching 
session and then use it throughout the coaching process as a way to track progress and 
opportunities. 

The focus of this Dashboard is on your area of responsibility, whether the entire organization or a piece 
of it. You can also do a second Dashboard with each space filled out specifically for your career (e.g., 
your vision for your career; the key initiatives for you to take your career to the next level, etc.).   

Following is a glossary of the terms in the Dashboard: 

 Vision: This is how you want your area of responsibility to look over the next two to five years. 

Paint a brief picture with words of where you want your area of responsibility to be in the future. 

 Mission: Describe the “why.” What difference or contribution do you want your area of 

responsibility to make here? What gets you excited about the impact your area of responsibility 

can have? 

 Values: What are the top three to five values that are nonnegotiable for you and the people who 

report to you in your area of responsibility? 

 Edge: What are the unique talents and capabilities that set your area of responsibility apart? 

Think about the unique qualities, attributes, gifts, strengths, and value. What do others say your 

area of responsibility does best? What should it do best? One way to phrase this question is, 

“Unlike others in our field, we…”  

 Initiatives: What are the most important initiatives that currently define your success and are 

where you should focus your time for your area of responsibility? List the three that should 

account for the majority of your focus. 

 Performance metrics: What are the most important performance metrics that define the 

success of your initiatives and overall success for you and your area of responsibility? 

 Relationships: Who are the most important people who are critical to your success and the 

success of your area of responsibility? Be sure to consider relationships up, down, across, and 

outside the organization. 

 Development opportunities: You have two choices (or you can answer both): (1) What are the 

experiences, assignments, skills, educational opportunities, and other professional development 

opportunities that will advance your ability to lead your area of responsibility? What behaviors 

and attitudes do you know you can build on, start doing, do less, or eliminate? (2) Alternatively, 

what can you do to develop leaders and leadership capacity within your organization? 
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Dashboard Area For Your Organization or Area of Responsibility 

Vision  

Mission  

Values  

Your Edge  

Initiatives (Top 3)  

Performance Metrics 

(Top 3) 
 

Key Relationships  

Top Development 
Opportunities 
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Leadership Dashboard Abridged Career Focus 

The Leader’s Dashboard: Career Focus 

Instructions: Please complete the Leadership Dashboard prior to our next coaching session to the 
best of your knowledge. Don’t worry about being perfect. We will review it during our next coaching 
session and then use it throughout the coaching process as a way to track progress and 
opportunities. 

The focus of this Dashboard is on your career.  

Following is a glossary of the terms in the Dashboard: 

 Vision: This is how you want your career to look over the next two to five years. Paint a brief 

picture with words of where you want your career to be in the future. Use the present tense as if 

it already happened. 

 Mission: Describe the “why.” What difference or contribution do you want to make via your 

career? What gets you excited about the impact you can have through your career? 

 Values: What are the top three to five values that are nonnegotiable for you in your career, for 

instance in the places where you work or with the people with whom you work? 

 Edge: What are the unique talents and capabilities that set you apart from others in your field of 

expertise? Think about your unique qualities, attributes, gifts, strengths, and value. What do 

others say you do best? What should you do best? One way to phrase this question is, “Unlike 

others in our field, I…”  

 Initiatives: What are the most important initiatives that currently define your success and are 

where you should focus your time to move your career forward? List the three that should 

account for the majority of your focus. 

 Performance metrics: What are the most important performance metrics that define your 

success? 

 Relationships: Who are the most important people who are critical to your success? Be sure to 

consider relationships up, down, across, and outside your organization, as applicable to your 

situation. 

 Development opportunities: What are the experiences, assignments, skills, educational 

opportunities, and other professional development opportunities that will advance your career? 

What behaviors and attitudes do you know you can build on, start doing, do less, or eliminate? 
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Dashboard Area For Your Career 

Vision  

Mission  

Values  

Your Edge  

Initiatives (Top 3)  

Performance Metrics 

(Top 3) 
 

Key Relationships  

Top Development 
Opportunities 
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Bonus Guide: A one-page solution for clarity, accountability, and peace 

of mind 

The Power of a Simple Tool 

You never know when a simple tool will catch on. Such is the case with the Leader’s Dashboard, 

and the positive feedback and encouragement about this tool are why this manual now exists.  

We have been teaching this tool in our Certified Executive Coach training program for over a decade. 

It was originally called The Elegant Leader’s Dashboard, and was found in the first chapter of Elegant 

Leadership: Simple Strategies, Remarkable Results. As you will soon see, the Leader’s Dashboard is 

a simple tool, but deceptively so. In a single page, it takes a leader from the highest-level questions 

about mission, vision, and values to strategic questions about core talents and priorities; tactical 

questions about measuring performance; and individual questions about key relationships and 

opportunities for professional development. It takes a lot of reflection and dialogue to answer these 

questions. 

While each of the dozens of tools we offer to members of The Center for Executive Coaching gets 

results, the Leader’s Dashboard is the one we hear about the most. Leaders and their coaches alike 

report greater clarity about what is important and why, improved alignment and accountability 

throughout the organization, and the ability to feel grounded and focus despite numerous distractions. 

Those are some solid benefits for a one-page tool.  

The tool’s success has its roots in Procter & Gamble’s (P&G) famous one-page memo. At P&G, 

employees learn quickly that ideas are best expressed in a single page. The thinking goes that, if it 

takes longer than a page to explain an idea, then the idea is still fuzzy and not fully thought out. I got 

my start in a company founded by a former executive at P&G. This executive took the one-page 

memo concept with him when he started his company, and it didn’t take long for me to discover the 

challenges and benefits of getting my thoughts down to a single page. 

The Leader’s Dashboard challenges leaders to do the same thing, and it focuses exclusively on the 

most important areas where a leader must have clarity and focus.    

Leading an organization takes tremendous resilience, patience, and coping skills. How many crises 

do you address every day? How many requests for your time distract you from achieving your real 

goals and handling your primary responsibilities? How often do people in your organization ask you to 

do things that they should be doing? 
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Meanwhile, you probably face unprecedented pressures. Markets change more quickly. Customers 

demand more, and forgive less. Employees feel less loyal. Competitors announce new breakthroughs 

in record time.  

In this environment, it becomes difficult to keep track of the few things that really matter to you and to 

your organization: vision, mission, values, your edge, strategic priorities, metrics for success, 

relationships, and how to become more effective. If you are not careful, you can lose perspective and 

become scattered, when you really need to be grounded—focused, calm, resilient, and powerful. 

Wouldn’t it be nice to have a tool that puts everything in perspective in a simple, easy-to-use format? 

The Leader’s Dashboard does exactly that. 

This manual shows you how to use the Leader’s Dashboard to help you, your team, and your entire 

organization, get and stay grounded. If you are a coach, by the end of this manual you will know how 

to use the Leader’s Dashboard with clients. If you lead an organization, by the end of this manual you 

will have developed your own dashboard. You can use it as your own guide, you can challenge the 

members of your team to create their own dashboards, and you can implement the dashboard 

throughout your organization. That way, you can confirm that everyone is on the same page about 

what matters, and moving in the same direction toward results. 

The manual begins with an overview of the Leader’s Dashboard, and the key questions to answer in 

order to fill it out. From there, it shows you how to use the Dashboard as a leadership development 

solution for one or more leaders. Then it explains how to expand it into a powerful organizational 

development tool for improved alignment, accountability, and focus. Finally, it suggests some next 

steps for coaches and consultants who want legal authorization to use this tool with clients. 

As you go through these materials, do not hesitate to contact me anytime via LinkedIn or via The 

Center for Executive Coaching at centerforexecutivecoaching.com. My cell phone is posted 

throughout that site, and I will return your call within one business day if you have to leave a voice 

mail. 

Finally, special thanks to my colleague Terry Hobbs. After more than a decade of hearing how great 

this tool is from dozens of coaches and leaders, Terry was the one who kicked me in the pants and 

told me I needed to write this guide and “go big” with this tool. 

Enjoy! 
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Overview of the Leader’s Dashboard  

The Leader’s Dashboard challenges you to be clear—both for yourself and for your organization—

about eight essential areas. 

 Vision. It is important to have a compelling vision, both for your own career as well as for your 

organization. That way, when work pulls you in multiple directions you keep perspective.  

 Mission. In addition to having a vision, it is also important to know why you are doing what 

you are doing. What’s the higher purpose? How are people better off because of your work 

and your organization’s work? What contribution are you making? As with vision, mission 

works on both personal and organizational levels. You should have your own personal mission 

for your career, and also be aligned with the mission of larger organization.  

 Values. Values play a key role in grounding leaders. When you find yourself under pressure, 

values help you to persevere and thrive. It is important to be clear about both your personal 

values and the values of your organization, and that both match.  

 Edge. Successful people and organizations have an edge. What talents and skills do you have 

that are valuable? How does your organization define its edge in the marketplace? 

 Performance metrics. Ultimately, you are paid to perform. However, it is not always easy to 

define what performance means for your career and for the organization. In this section of the 

Leader’s Dashboard, you choose key metrics that tell you whether you are doing a great job, 

and whether your organization is moving forward. That way, you can easily communicate what 

you need to do, and what you need others to do. 

 Initiatives. What are the top three to five initiatives that help your organization better serve 

customers, be more competitive, and achieve its performance metrics? Many executives take 

on projects that bear little relationship to their strategy, mission, or performance metrics. By 

carefully choosing a few initiatives with the highest impact, you can manage your time and 

improve results. 

 Professional relationships. Leaders get results by working with other people. Therefore, 

having strong professional relationships with the right people determines a large part of your 

success. This piece of the Leader’s Dashboard asks you to identify the key people you need 

on your side in order to succeed. 

 Development. Even leaders at the top of their careers continuously evolve, learn, and 

improve. They build on strengths, adopt more effective behaviors, and acquire new skills and 

knowledge. This part of the Dashboard challenges you to choose the few areas where 

professional development will lead directly to improved results. 

It is not easy to stay grounded as a leader in a complex and evolving organization. Filling in the 

Leader’s Dashboard requires you to think, reflect, get advice and input from others, and prioritize. It 

takes honesty to identify areas where your answers for your own career differ from the organization’s 
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point of view, and it takes courage to work through those differences. The entire process takes work, 

and is well worth the effort. By being clear on your vision, mission, values, edge, initiatives, 

performance metrics, key professional relationships, and development opportunities, you will remain 

calm and focused when others panic.  

Take a few moments to review the overall format of the Leader’s Dashboard…Notice the two 

columns, one for the organization and one for you. One of the most powerful aspects of the Leader’s 

Dashboard is that it challenges you to check the alignment between your own priorities and those of 

your organization. The closer the fit, the less energy it takes to “play the game.”  

Note that the Leader’s Dashboard is different from the tools in the executive dashboard market. These 

types of tools are typically accounting and business reporting solutions that let executives track key 

metrics in the organization. The Leader’s Dashboard includes these types of metrics under the 

“Performance metrics” category. However, it goes far beyond being an accounting solution. With 

the Leader’s Dashboard, you provide a concise summary of all aspects that the leader faces, from 

vision for the organization to key relationships.   

In the next sections of this manual, we break out these two columns into your organizational and 

personal dashboards, and provide guidance to answer the questions about each area. From there, we 

ask you to look at how well the two columns fit together for you. 
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The Leader’s Dashboard 

Area 
For your organization or area of 

responsibility 
For your career 

Vision   

Mission   

Values   

Edge   

Performance 
metrics 

  

Initiatives   

Professional 
Relationships 

  

Development   
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The Leader’s Dashboard: For your organization or area of responsibility 

Area Key questions to answer 

Vision 

 What is your vision for your organization?  

 How big can it get?  

 What will it be famous for?  

 What types of employees will you attract?  

 Where will you be located? 

 What products and services will stand out?  

 What will the media say about you?  

 What will be most memorable about your brand? 

 What will be your biggest achievements? 

 Over what time frame? 

Mission 

 What contribution does your organization make? 

 What is the higher good your organization serves? 

 Why does your organization exist? 

Values 

 What nonnegotiable values define how your organization works? 

 How do actions in your organization compare to the values you say are 
important? 

Edge 
 What does your organization do best? 

 What should your organization do best? 

Performance metrics  What specific, measurable results define success in your specific area of 
accountability in your organization? 

Initiatives 

 Which are the top three to five initiatives that you need to drive in order 
for your organization to keep and improve its edge, better serve 
customers, achieve its performance metrics, and continue to move 
forward? 

Professional 
Relationships 

 Which relationships are keys to the success of your organization? Which 
vendors? Which government officials? Which key leaders? Which 
customers? Which advisors? Who else? 

Development 
 How does your organization recruit, retain, and develop leaders? 

 What is our plan for succession in key roles? 
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The Leader’s Dashboard: For your career 

Area Key questions to answer 

Vision 

 What is your vision for your career?  

 What does success mean for you in your career? 

 How do you see your career progressing over time? 

 What will be you most memorable achievements? 

 At the end of your career, what will you have experienced, looking back? 

 How does your vision for your career connect to your organization’s 
vision? How about with your vision for other aspects of your life? 

 How will achieving the organization’s vision help you achieve your 
personal and career vision, and vice versa? 

Mission 

 What contribution do you make, and to whom? 

 What is your passion in your professional career? 

 How does your mission for your career align with your organization’s 
mission? How about your mission in other aspects of your life? 

 How does your work at your organization help you realize your mission? 

Values 

 What are your personal nonnegotiable values that define how you work 
and advance your career? 

 How do your actions compare to the values you say are important? 

 How close is the fit between your personal values and those of your 
organization? 

Edge 

 What talents and skills do you have that set you apart from others in your 
field? 

 If you were going to be the best in the world in some area, what would it 
be? 

 How do you use these talents to help your organization do what it does 
best? 

Performance metrics 

 What specific, measurable results define success for your career? 

 How closely connected are the metrics you need to achieve in your 
career to the results you need to achieve in your organization? 

Initiatives  What are the top three to five initiatives you need to do to advance your 
career, achieve your vision and mission, or further develop your edge? 
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Professional 
Relationships 

 Which relationships are keys to your professional success? 

 Which relationships are keys to your personal success? 

 How do these compare to the relationships needed for success in your 
current role? 

Development 

 Which assignments and next steps will challenge you the most and help 
you develop most effectively? 

 Which of your strengths can you build on to be more successful? 

 Which behaviors do you need to change or adopt? 

 Which skills and knowledge do you need to acquire? 

 Which attitudes do you need to change or adopt? 
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How to Complete the Leader’s Dashboard: For your organization or area 

of responsibility 

Leader’s Dashboard: For your organization or area of responsibility 

Area Key questions to answer 

Vision 

 What is your vision for your organization?  

 How big can it get?  

 What will it be famous for?  

 What types of employees will you attract?  

 Where will you be located? 

 What products and services will stand out?  

 What will the media say about you?  

 What will be most memorable about your brand? 

 What will be your biggest achievements? 

 Over what time frame? 

Mission 

 What contribution does your organization make? 

 What is the higher good your organization serves? 

 Why does your organization exist? 

Values 

 What nonnegotiable values define how your organization works? 

 How do actions in your organization compare to the values you say are 
important? 

Edge 
 What does your organization do best? 

 What should your organization do best? 

Performance metrics 
 What specific, measurable results define success in your specific area 

of accountability in your organization? 

Initiatives 

 Which are the top three to five initiatives that you need to drive in order 
for your organization to keep and improve its edge, better serve 
customers, achieve its performance metrics, and continue to move 
forward? 

Professional 
Relationships 

 Which relationships are keys to the success of your organization? 
Which vendors? Which government officials? Which key leaders? 
Which customers? Which advisors? Who else? 

Development 
 How does your organization recruit, retain, and develop leaders? 

 What is our plan for succession in key roles? 
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The Leader’s Dashboard: For your organization or area of responsibility 

Area Key questions to answer 

Vision   

Mission   

Values   

Edge   

Performance metrics   

Initiatives   

Professional 
Relationships 

  

Development   

 

  



 
 

53  
Copyright Center for Executive Coaching. All rights reserved. 
This content may not be shared except with your paying clients for live one-on-one and group engagements. It may not be licensed to 
others, used as part of a train-the-trainer program to train coaches, or distributed electronically as part of an online program for multiple 
virtual users. You may adapt it for client use with the statement, "Adapted with permission by Center for Executive Coaching.". 

What is Your Vision for Your Organization? 

A clear vision of where you are taking your organization, and how successful it can be, 

provides you with focus and direction over time. A compelling vision can also inspire employees 

to go the extra mile. 

The feeling of a compelling vision is unbeatable. People feel a sense of excitement. They are 

engaged. If a team is weary, a strong vision can bring renewed energy. Vision can attract new talent 

looking for something worthwhile to create, and it can retain current team members who want to make 

a contribution to a worthy endeavor. An exciting vision can attract all manner of resources and 

support. 

When you build a shared vision through input and dialog with others, the vision becomes even more 

powerful. Everyone feels included, and the shared sense of energy grows. 

Vision is also a way to encourage people to get over setbacks. When people are upset, feel doubt, or 

face daunting obstacles, the vision of what’s possible can be enough to make challenges seem small.  

This section challenges you to articulate a concise, clear, and motivating vision of where your 

organization is heading. Using the worksheet that follows, describe what your organization will look 

like in three to five years (or over whichever time frame makes the most sense for you).  

If you are the CEO of your organization, your task in this section is clear: Create a compelling vision 

for the whole.  

If you run a piece of an organization, crafting a vision can be more challenging. That’s because there 

is a fine line to walk. On the one hand, you have to integrate your vision for your area of responsibility 

with the shared vision for the whole organization. Otherwise, you risk creating a vision that the rest of 

the organization doesn’t support, and that sets you up as an outlier who is not on the same page as 

everyone else. On the other hand, you don’t want to limit your vision so that your own area feels 

stagnant. More than a few companies have been transformed by a single unit with a bold vision that 

ended up creating new technologies, launching bold new products, and opening up new markets.   
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Worksheet: Vision 

 In three to five years? 

 What problems are you solving in the market?   

 What does your organization do better than 
any other? What is your organization famous 
for? What makes your organization 
memorable? 

  

 What will be most memorable about the 
organization? What will others say about it? 

  

 What products and services do you provide 
that stand out? 

  

 Which types of customers does your 
organization serve? 

  

 What value does your organization provide for 
these customers? What is unique about the 
way in which you do business? Why will 
customers be loyal to your organization and 
promote it to others? 

  

 Where is your organization located? Is it local, 
national, international, or virtual? 

  

 What processes, technology, expertise, 
people, and systems facilitate your vision? 

  

 How big can your organization get? Which 
markets can it dominate? 

  

 What are the key milestones you need to 
reach to achieve your vision? What major 
achievements will you celebrate along the 
way? 

  

 If you were to imagine an image—from nature, 
science, manmade objects, or anything else—
that is a good metaphor for your organization 
when it achieves its vision, what image comes 
to mind? 

  

 What are the attributes of your organization? 
What is unique about its culture and ways of 
doing things? 
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After you complete the worksheet, have a dialog with others on your team to get their input. What do 

they think about the vision? What would they add to it to build on it and make it even better?  

Then, craft a vision statement that is compelling, inspiring, unique, and audacious—one that 

will get you out of bed in the morning. If you write in the present tense, the vision statement becomes 

more concrete. 

Examples: 

We are a dominant company for helping executives become better leaders. Executives and human 

resource professionals from the most dynamic organizations in the world call us first for executive 

coaching and leadership development. Our books are national best sellers and our principals are 

paid top dollar on the speaking circuit. We are frequently quoted in leading business publications, 

including the Wall Street Journal. We are famous for helping people make massive leaps in 

performance, and for our practical and powerful programs. We have offices in the 5 largest US 

cities, as well as in London, Sydney, Hong Kong, and Singapore. 

 

In five years, we are a $100 million carpet cleaning company that creates a professional, fresh, and 

appealing environment in homes and businesses. We work for the largest property owners in the 

United States, including owners of the most prestigious hotels and office buildings. Our employees 

own part of the company, and enjoy working here so much that our turnover is the lowest in the 

industry. We are famous for being famous, fast, and impeccable.  

 

In five years, we are a publicly-traded alternative energy company. Our technology has been 

adopted by mid-sized agricultural, mining, and industrial companies. We are in all major countries 

through licensing and distribution deals. Investors rush to provide capital to help us continue our 

growth and develop new products using our technology. We are viewed as a world leader in 

alternative energy solutions. 

 

In five years, we become the industry standard for Internet security. When other networks are 

hacked during increasing cyber-warfare and smarter and smarter hackers, our networks remain 

secure. We license our software to companies in every country, including most of the Global 2000 

companies. Our IPO was as successful as Google’s. We attract the top software engineers in the 

industry, with a culture that rewards performance, encourages innovation, and demands excellence. 
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Your vision statement: 

 

 

Next, boil your vision statement down into one compelling statement that can be a mantra for 

the whole organization. For instance: 

 Bigger than IBM. 

 We have customers from a majority of the Fortune 500. 

 We are the leader in the Chinese market. 

 500 stores! 

 Electricity produced for under a penny per kilowatt. 

 1,000 employees are millionaires. 

 100% error free. 

 Our technology in every car. 

 Customers think of us first. 

 One product a year that makes people say, “Wow!” 
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What is Your Organization’s Mission? 

An organization’s mission provides purpose. Without that higher purpose, few employees will 

care, at least beyond receiving a paycheck. This makes it harder to motivate them to go the extra 

mile, especially during times of crisis or uncertainty. 

At the same time, customers are more attracted to organizations that have a reason for being that 

goes beyond profit. They want to do business with organizations that are asking, and answering, the 

questions “Why?” and “So what?” 

I know: Many leaders rightly roll their eyes at yet another mission-writing exercise. These are stale, 

tedious affairs that end up in a mission-by-committee. That’s not what this section is asking you to do. 

Instead, the challenge is to write an authentic, powerful, and yet concise statement about why your 

organization exists. What purpose does it serve? What contribution does it make? 

Following are questions that all ask “Why?” -- but in different ways. 

 What is the contribution your organization 
makes? To whom? 

  

 What are the higher reasons why your 
organization exists? 

  

 What is it about your organization that can make 
the biggest positive difference? 

  

 Given your organization’s talents, strengths, and 
resources, how does it make people better off? 

  

 Complete this sentence: “My organization creates 
a world where people (are/have/can/feel)…” 

  

 

As you review your responses above, answer the following questions: 

 Are your responses enough to keep you going as a leader of your organization? 

 Will others find your responses enough to keep them going, and to follow you? 
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If you can answer “yes” to both questions, then congratulations are in order. If not, then 

reconsider the importance of having some higher purpose in your organization’s work, and of 

contributing to something that you—along with your colleagues and customers—care about deeply. 

Craft your answers to the above into a concise statement that will keep you going when times get 

rough. 

My organization’s mission is: 

 

Examples: 

“We feed the world.” – Agricultural production company 

 

“We help people build great relationships.” – Greeting cards company 

 

“We create a world that is hygienic, healthy, and green.” – Toilet manufacturer 

 

“We make people forget about their troubles and laugh.” – Comedy club chain. 
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Know Which Values Matter Most to Your Organization 

Values are principles and attributes that we hold dear. Your organization expresses its values in 

how it does things. Which behaviors are rewarded? Which are punished? Values provide a set of 

principles that underlies everything that its employees do. What are the values in your organization? 

In any organization, there are two types of values: those that the organization says that it has, and 

those that it actually puts into action. Ideally the two match. Often they don’t. If your organization’s 

values don’t match the values it claims to embrace, then employees will become cynical. For instance, 

the CEO of a hospital system claimed that one of his primary values was to respect every employee. 

Meanwhile, he tolerated surgeons who used abusive language with nurses. He also laid off a large 

number of employees in a careless, callous way. Based on these actions, he wasn’t upholding the 

values he claimed that he wanted his organization to have.  

Think about the top five values that you want to see in your organization. Use the accompanying list of 

sample values for ideas, as well as the examples that follow. 

Illustrative list of values: 

 Accountability 

 Achievement 

 Adaptability 

 Advancement 

 Adventure 

 Attentiveness 

 Authority 

 Balance 

 Being the Best 

 Belonging 

 Caring 

 Caution 

 Challenge 

 Collegiality 

 Comfort 

 Commitment 

 Communication 

 Community 

 Compassion 

 Competition 

 Confidence 

 Contribution 

 Control 

 Cooperation 

 Creativity 

 Customer 
satisfaction 

 Dignity 

 Discontent 

 Diversity 

 Empathy 

 Energy 

 Enthusiasm 

 Entrepreneurship 

 Environmental 
awareness 

 Ethics 

 Fairness 

 Faith 

 Family 

 Focus 

 Forgiveness 

 Friendship 

 Fun 

 Growth 

 Harmony 

 Honesty 

 Humor 

 Improvement 

 Initiative 

 Innovation 

 Integrity 

 Intelligence 

 Involvement 

 Justice 

 Knowledge 

 Leadership 

 Learning 

 Listening 

 Long-term 
perspective 

 Love 

 Loyalty 

 Making a 
difference 

 Money 

 Opportunities 

 Organization 

 Partnering 

 Peace 

 Positivity 

 Power 

 Prestige 

 Productivity 

 Profit 

 Purpose 

 Quality 

 Recognition 

 Relationships 

 Relaxation 

 Reliability 

 Resilience 

 Respect 

 Responsibility 

 Results 

 Reverence 

 Risk 

 Safety 

 Security 

 Service 

 Socializing 

 Spirituality 

 Stamina 

 Status 

 Success 

 Teamwork 

 Territory 

 Tolerance 

 Tradition 

 Trust 

 Unity 

 Variety 

 Vision 

 Wealth 

 Winning 

 Wisdom 
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Examples of turning the above words into statements of values 

 Have fun. 

 Take risks. 

 Be compassionate. 

 Push the envelope. 

 Delight the customer. 

 Be resourceful. 

 Be consistent. 

 Respect people. 

 Executive flawlessly. 

 Think! 

 Never give up. 

 Have total integrity. 

 Collaborate. 

 Innovate. 

 Win. 

 Embrace complexity. 

 Strive for excellence. 

 Be a continuous force. 

 Learn and improve. 

 See greatness in others. 

 Be fastest to market. 

 

In the worksheet that follows, list your organization’s five most important values, as well as specific 

evidence to prove that the actions of the organization match its intentions.  

Worksheet: Our Top 5 Values 

Value Specific evidence that we embrace this value 

1.   

2.   

3.   

4.   

5.   

 

Take a long, hard look at the above list. How close is the match between how these values are 

communicated in your organization, and how they are actually put into action? For instance, 

how well do you and your leadership team model and embrace these values? If you surveyed 

employees about your organization’s core values, what would be their list, and would it match what 

you wrote above? When have there been temptations to compromise on the above values, and how 

have different levels of the organization responded? 

Later on in this process, you will have the opportunity to get advice from others about how accurate 

and authentic your list of values for the organization really is. If there are disconnects, you have the 

opportunity to make sure that your organization’s stated values more closely match how things 

actually happen—perhaps starting with your own leadership. 
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What is Your Organization’s Edge? 

Leaders help their organizations compete by having an edge in the market that matters to 

customers. What are one or more clearly defined things that your organization does better 

than anyone else?  

This is a hard question for many leaders to answer. An organization’s edge can’t be fluffy, as in “Our 

people are the difference,” or “We go the extra mile with our service.” It also shouldn’t be an outcome, 

like lower prices. Walmart offers lower prices, but it can do this because of its edge in scale, 

technology, distribution logistics, and tough negotiating.  

The Discipline of Market Leaders by Michael Treacy and Fred Wiersema offers an elegant framework 

to help you define your organization’s edge. According to them, there are three ways to compete: 

product leadership (e.g., Apple, Nike, Intel); operational excellence (e.g., Southwest, Walmart, 

McDonald’s); and customer intimacy (IBM, Johnson & Johnson). A company must spike in one area 

and be good enough in the others. If it tries to spike in more than one area, it falls into what the 

authors call the Zone of Mediocrity. Each discipline requires a different way of leading. For instance, 

customer intimate companies like IBM provide a wide range of solutions to a specific market. They 

hire people who are strong at building relationships and focusing on solutions. In contrast, companies 

that are operationally excellent hire people who can follow procedures that assure consistency system 

wide. Product leaders hire people who are creative, and create an environment that rewards 

innovation without punishing failure. 

If Treacy and Wiersema’s framework doesn’t help you define your edge, you might look at specific 

functional areas where you excel: a unique approach to marketing or distribution, the ability to create 

innovative new products quickly (3M, Rubbermaid), access to exclusive supplies or products 

(platinum mines, exclusive deal to distribute somebody else’s unique technologies or intellectual 

property, a source of low-cost capital),  deal-making capabilities to grow quickly or form a 

conglomerate of well-managed companies (e.g., Berkshire Hathaway), research and development 

capabilities, and the ability to create proprietary intellectual capital and franchise or license it to others. 

Your edge could also be your size, a service or product delivery model that is faster or cheaper (for 

now), a unique ability to meet customer needs (e.g., through rapid customization), or the ability to take 

traditional businesses and transform them through the Internet or other disruptive technologies. 

Your edge today might not be sufficient tomorrow. The leader continuously evaluates what the 

organization does best now, and what it needs to better to stay ahead of the competition and the 

changing needs of consumers. 

By listing your organization’s edge on the Leader’s Dashboard, you remind yourself of the need for 

your organization to develop, keep, and sharpen its edge. 
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List your organization’s unique edge in the space below:  

Worksheet: Edge 

Our unique edge is: 

 

Proof that we have an edge in this area (e.g., how we compare to the competition): 

 

Potential threats to our edge from competitors and the marketplace: 

 

How we can shore up any weaknesses in our organization to preserve our edge: 

 

How we can build on our edge to get even stronger in the market: 

 

What we need to do over the next 2-3 years to continue to keep our edge: 
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Define Performance for Your Organization 

You earn the right to lead based partly on your ability to perform and get results. By having a 

clear understanding of the results you must get, you can remain grounded. When crises hit, when 

competing priorities pull you in different directions, you can always focus by returning to your 

performance goals. 

Performance goals are specific and measurable, and have a deadline. For instance, “Improve 

customer loyalty” is vague, can’t be measured, and lacks a deadline. On the other hand, “Increase 

sales to each of our top ten customers by 20 percent over the next year,” meets all three criteria. 

How do you define performance for your organization? Do you define success primarily in terms of 

financial performance, market share, quality, customer satisfaction, customer loyalty, employee 

development, productivity, innovation, speed, number of leads, tasks completed, or some other 

metrics? Whether you are the CEO or frontline manager, your definition of performance should boil 

down to no more than five objectives, and ideally fewer than that. If you pick more than five, you will 

have a hard time focusing your efforts.  

If you are the CEO, you set goals for the whole organization and, at the same time, must make sure 

that everyone else has goals for their areas of responsibility that support these goals. If you are not at 

the top of the organization, make sure that your goals for your unit support the overall goals of the 

units above you and the whole organization. 

Choosing a few performance metrics is hard to do. It requires discipline and making tough decisions 

about your priorities. To choose, think about the following question: What are the three to five most 

important criteria for your organization’s success? Put another way: What are the areas of 

performance that, if you are not achieving them, will make you worry about keeping your job? Given 

your answers, complete the following worksheet: 

Your Organization’s Top Three to Five Performance Goals: 

1.  

2.  

3.  

4.  

5.  
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Examples of the performance goals of the Executive Director of a theater school: 

 Enroll 700 students in classes this year. 

 Sell 2,500 tickets to each of our 10 performances this year. 

 By June 30, recruit 10 high schools that will offer our programs. 

 

Examples of the performance goals of the CEO of a software company: 

 Increase revenues from $10 million to $13 million by the end of the year. 

 Develop and beta test two new software programs, one by July 31 and one by October 31. 

 Hire sixty-five qualified engineers in the next three months. 

 

Examples of the performance goals of a partner in a law firm: 

 Create a new practice in real estate that generates $2 million by the end of the year. 

 Develop a retainer relationship with five of the 50 largest companies in the Bay Area by 

December 15. 

 Recruit five new partners by May 15. 
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Choose Key Initiatives 

Most of us have too many projects to complete with the resources and time we have available. 

Worse, many of our projects do not directly and powerfully contribute to our strategic direction, long-

term vision, and performance goals.  

For instance, the CEO of a professional service firm had a single performance goal: Build a $1 billion 

organization through acquisitions. When he counted the projects that he supported or led, he found to 

his amazement that he spent his time on over 50 projects! These projects ranged from new product 

development to new employee orientation and compensation management—not to mention client 

work. 

After realizing that few of his projects were directly helping him achieve his vision, he refocused his 

attention on three initiatives: identifying acquisition targets, evaluating acquisition targets, and 

completing successful acquisitions. He delegated or postponed everything else. As a result, he 

focused his time much more effectively and also helped develop other leaders in his company. 

Most of us can focus on about three projects at a time, maybe five on the outside. Which three to 

five projects, whether new initiatives or ongoing, will help you the most to achieve your 

strategy, long-term vision, and performance metrics? 

Worksheet: Key Projects and Initiatives 

Project Description Start/End Date Measure of Success 

How the Project 

Supports Your 

Strategy and Vision 
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Which projects and initiatives will you cancel, postpone, or delegate in order to focus your 
attention on the projects you identified above? 

1.  

2.  

3.  

4.  

5.  
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Identify Your Organization’s Most Important Professional Relationships 

Leaders rely on all sorts of people, in all sorts of roles, to achieve their vision and performance 

goals. Of course, organizations do too.  

When you complete your personal Leader’s Dashboard in the next section, you will have the 

opportunity to examine your own network of relationships. In this exercise, the question is: Which are 

the relationships that are crucial for the success of your organization? 

The answer is not always as easy as it sounds, and the implications of your answers can lead to 

important decisions. For instance, no organization wants to be dependent on a single or even a few 

key customers, vendors, investors, employees, or government regulators. Michael Porter made this 

clear decades ago in the Five Forces model he introduced in his classic book Competitive Strategy. 

Dependency is risky because it makes the organization vulnerable. Where the organization has key 

relationships that would be costly to lose, you might consider ways to strengthen your power in the 

relationship or find alternative relationships. For instance, if your company is dependent on a key 

employee, how can you begin to develop other people to fill that role if he or she leaves?  

Meanwhile, almost every organization has the opportunity to do a better job serving existing 

customers while also reaching out to new customers in current markets, or—with enough resources, 

time, and tolerance for risk—new customers in new markets. 

Use the worksheets below to identify your organization’s top relationships in various categories, along 

with ideas to improve the relationship or strengthen your organization’s power in it. For certain 

relationships, you might want to develop a formal plan that goes well beyond the space provided here.  

Worksheet: Key Relationships 

Category of 

Relationship 

Key Relationships in Each 

Category 

Ideas to Improve the Relationship 

or Strengthen the Organization’s 

Power 

Customers/ 
Target Markets 

  

Prospects   

Employees   
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Vendors   

Alliances   

Investors   

Advisers   

Government   

Other Key 
Relationships 

  

 

Based on your work above, choose up to five key relationships that need your focus now to 

help your organization continue to get better and be successful. These are the names you will 

put on your Leader’s Dashboard for your organization, so that you focus on the relationships that 

matter most right now. You can always revise your plan to change your focus as you make progress 

on building these relationships. 

Worksheet: Top Five Relationships That Are Key to Your Organization’s Success 

1.  

2.  

3.  

4.  

5.  
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Develop the Organization by Developing Leaders 

Leaders identify, recruit, retain, and develop other leaders. Some have said that this is the 

leader’s most important role.  

In this final section of the Leader’s Dashboard for the organization, you have an opportunity to 

highlight the ways that you develop leaders to strengthen your organization. That way, developing 

leaders is always on the top of your mind, along with mission, vision, values, performance, initiatives, 

and relationships. 

Following is an alphabetical list of ideas for developing leaders. Research shows that the top 

development tool, much to the consternation of trainers and coaches, is providing challenging work 

experiences that enable people to grow on the job. Second best is helping people forge relationships 

with key people who can help them develop. 

 Assessment tools to identify likely high performers 

 Challenging high-potentials through new assignments and projects 

 Clear career paths 

 Coaching 

 Compensation and reward systems 

 Designing roles to include autonomy and opportunities to grow 

 Development planning 

 Dialog with employees about the company’s direction, vision, and strategy 

 Formal succession planning for key roles 

 Fostering collaboration up, down, and across the organization 

 Frequent informal performance reviews 

 Identifying flight risks and engaging them before they leave 

 Internal leadership development academy 

 Management by walking around  

 Mentoring 

 More flexible options to retain top talent 

 Recruiting leaders from outside who can shake things up 

 Recruiting that targets potential leaders 

 Rewards and recognition 
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 Setting a tone for and modeling high performance 

 Teachable moments – providing real time feedback 

 Training programs 

In the table below, list up to five of the most important ways your organization will identify, recruit, 

retain, and develop leaders in your organization: 

Worksheet: Develop Leaders 

How the Organization Will 

Develop Leaders 
Person(s) Responsible Metrics for Success 
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Draft an Initial Plan 

You now have substantial data to complete the Leader’s Dashboard for your organization. 

Using your work so far, draft an initial Leader’s Dashboard by filling in the template that follows. 

Remember, this template is only a draft. Your next step will be to get feedback from others. 
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The Leader’s Dashboard: For your organization or area of responsibility 

Area  

Vision  

Mission  

Values  

Edge  

Performance 
metrics 

 

Initiatives  

Professional 
relationships 

 

Development  
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Get Advice and Finalize the Leader’s Dashboard for Your Organization 

 You now have a draft Leader’s Dashboard for your organization. Before you conclude that 

this plan is done, check with people that you respect. Others have different perspectives that 

we often overlook. Also, the questions that the Leader’s Dashboard asks are among the most 

important questions that everyone in your organization should be asking. By asking advice and 

getting feedback, you start a powerful process of getting everyone involved in discussing 

crucial issues. This is the process that Jim Collins, author of the Good to Great series of 

books, calls turning the flywheel. 

 Choose at least five people who work closely with you, and that you trust. Show them 

your draft Leader’s Dashboard. Get their feedback about it by asking the questions listed. 
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Questions to Ask About Your Dashboard 

Area Questions 

Vision 

Is the vision compelling? How can it be more compelling? Does it go far enough or am I 

thinking too small? How would other executives in the organization react to it? How 

would frontline employees react? What is your vision for the organization and how would 

you add to this? 

Mission 

Does this mission statement seem authentic? How does it compare to the mission you 

see for the company? How compelling is this mission? Does it capture the highest and 

best reason why our organization exists and the contribution we can make? 

Values 

Is this the right list of values? How well do we put these values into practice? What are 

specific examples where we do not follow these values? What are specific examples 

where we do? Based on how the organization really acts, is this an accurate list or would 

you suggest a different set of values? 

Edge 

Have I captured what we do best? Given where the market and competition are heading, 

is this what we should do best? Are we really the best in this area? How can we become 

even better? 

Performance 
metrics 

Are these the right ways to measure success for our organization? Have I left any out? 

Are these specific and measurable? Are these ambitious and aggressive enough? What 

would be a stretch goal for each? 

Initiatives 
Are these the initiatives that will best help us achieve the long-term vision and mission, 

strategy, performance goals, and maintain our edge? 

Professional 
relationships 

Who do you think are the key relationships we need to build or strengthen in order to 

achieve our vision, strategy, and goals? Are the relationships I have listed the right ones? 

How would you asses our relationships with the names listed? What advice would you 

offer to strengthen these relationships? Which relationships put us at risk, and how can 

we mitigate that risk? 

Development 

What can we be doing to better identify, recruit, and develop leaders? How can we be 

sure that we have the strongest pipeline of up-and-coming and future leaders in the 

industry? 
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Finalize the Plan 

With your colleagues’ feedback in hand, finalize your Leader’s Dashboard for the organization. 

Keep this document on your desk, in your pocket, on your computer or mobile device—anywhere 

and always accessible. Anytime you feel stressed or pulled in too many directions, refer to it. It will 

help you focus on what really matters for your organization. 

The Leader’s Dashboard is a living, breathing document. Review and update it frequently. 

Continue to involve your colleagues to keep the dialog going.  

Now we shift to a second version of the Leader’s Dashboard. This time, instead of focusing on your 

organization, we focus on your career. It will be interesting to discover how closely your personal 

Leader’s Dashboard is aligned with the Leader’s Dashboard for the organization that you have just 

completed. 
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How to Complete the Leader’s Dashboard: For your career 

How to Complete the Leader’s Dashboard: For your career 

In the prior part of the book, you completed the Leader’s Dashboard for your organization. If 

you stopped here, you would have a valuable tool to help you stay grounded and focused as a leader, 

and to help other members of your team do the same. That way, you can use the Leader’s Dashboard 

as a tool for organizational development, accountability, focus, and to confirm that everyone is on the 

same page and working towards the same vision and results. 

Now we turn to the Leader’s Dashboard for your career. This is a more personal, private 

exercise. Completing the Leader’s Dashboard with two different perspectives—one focused on the 

organization you lead and one focused on your career—can be powerful. Some leaders discover that 

the two are almost perfectly aligned. Others discover areas that are in conflict, and have to make 

choices about how to resolve these areas, or whether to live with them. In almost every role we play in 

life there are pros and cons, assets and liabilities. The key is to design a career—and a life—with 

more pros than cons, more assets than liabilities. Mentors, an executive coach, and trusted 

colleagues can be valuable soundboards and advisors here. 

Because this is a more personal exercise, you should encourage members of your teams to complete 

their own career Leader’s Dashboard, but don’t require them to share it. Otherwise, they might 

produce sanitized Dashboards that magically show how closely their own mission, vision, and values 

happen to fit with those of the organization. What good is that? By all means, ask them what they 

discovered from the exercise. The level of trust between you and them will determine how much they 

share, and that alone is valuable feedback for you as a leader.   

Even by keeping the Leader’s Dashboard for one’s career confidential, you still challenge members of 

your team to consider their fit with and commitment to the organization. They have to make the same 

choices as everyone else when it comes to balancing one’s own needs with those of the organization.  

Of course, before worrying about others’ experiences, it is time for you to create your Leader’s 

Dashboard for your own career. As you go through the exercises that follow, you might find that other 

aspects of your life come up. If that is the case, you can complete separate dashboards for the other 

roles in your life: spouse, parent, child of aging parents, civic leader, member of a religious 

organization, and whichever other roles are important to you. 
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The Leader’s Dashboard: For your career 

Area Key questions to answer 

Vision 

 What is your vision for your career?  

 What does success mean for you in your career? 

 How do you see your career progressing over time? 

 What will be you most memorable achievements? 

 At the end of your career, what will you have experienced, looking back? 

 How does your vision for your career connect to your organization’s 
vision? How about with your vision for other aspects of your life? 

 How will achieving the organization’s vision help you achieve your 
personal and career vision, and vice versa? 

Mission 

 What contribution do you make, and to whom? 

 What is your passion in your professional career? 

 How does your mission for your career align with your organization’s 
mission? How about your mission in other aspects of your life? 

 How does your work at your organization help you realize your mission? 

Values 

 What are your personal nonnegotiable values that define how you work 
and advance your career? 

 How do your actions compare to the values you say are important? 

 How close is the fit between your personal values and those of your 
organization? 

Edge 

 What talents and skills do you have that set you apart from others in your 
field? 

 If you were going to be the best in the world in some area, what would it 
be? 

 How do you use these talents to help your organization do what it does 
best? 

Performance metrics 

 What specific, measurable results define success for your career? 

 How closely connected are the metrics you need to achieve in your 
career to the results you need to achieve in your organization? 

Initiatives  What are the top three to five initiatives you need to do to advance your 
career, achieve your vision and mission, and further develop your edge? 
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Professional 
Relationships 

 Which relationships are keys to your professional success? 

 Which relationships are keys to your personal success? 

 How do these compare to the relationships needed for success in your 
current role? 

Development 

 Which assignments and next steps will challenge you the most and help 
you develop most effectively? 

 Which of your strengths can you build on to be more successful? 

 Which behaviors do you need to change or adopt? 

 Which skills and knowledge do you need to acquire? 

 Which attitudes do you need to change or adopt? 
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What is Your Vision for Your Career? 

The feeling of having a compelling vision for your career is unbeatable. An exciting vision of where 

you want your career to go and of what success means for you keeps you inspired and focused over time.  

Unfortunately, it is not easy to craft and continue to work to make our career vision happen. We face 

many competing priorities and distractions. We let others’ agendas take precedence over our own. In 

some cases, we cave in or get cynical after a few setbacks.  

This section challenges you to articulate a vision of where you will take your career. Using the 

worksheet that follows, describe what success means for your professional career. 

Worksheet: Vision 

Questions Your answers 

 What is your overall vision for what you want 
your career to look like? 

  

 What does success mean for you in your 
career? How successful do you see yourself 
becoming? 

  

 How do you see your career progressing over 
time? What are the milestones you will achieve 
along the way? 

  

 What will be your most memorable 
achievements? 

  

 At the end of your career, what will you have 
experienced, looking back? 

  

 How will you feel at the end of your career? 
What will be possible for you now? 

  

 What else is part of your vision for your career?   

 How does your vision for your career connect to 
your organization’s vision? 

  

 How does your vision for your career fit with your 
vision for other aspects of your life? 

  

 How will achieving the organization’s vision help 
you achieve your personal and career vision, 
and vice versa? 
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After you complete the worksheet, get advice from some people in your life that you trust and respect. 

What do they think about your vision for your career? What would they add to it to it? What advice do 

they have to help you achieve your vision?  

Then, craft a vision statement for your career that is so compelling, inspiring, and audacious that you 

can’t wait to make it happen. As with any vision, if you write in the present tense, the vision statement 

becomes more concrete. 

Examples: 

I am a best-selling author, sought-after speaker at major events, and consultant working with C-

Level executives in Global 2000 companies. After I sell my training and consulting firm, my wife and 

I travel around the world, for instance taking a tour of the finest restaurants in Europe. 

 

I become known as the top investment banker in the biotechnology space, and work with the leading 

CEOs, CFOs, and entrepreneurs in the industry. People from around the world seek me out for my 

advice and network of relationships.  

 

My kids go to top colleges and graduate schools, graduate with no debt, and have fulfilling careers 

and lives. My wife and I retire with our house on Casey Key, Florida. I read, play golf, and join the 

Board of the Sarasota Symphony. I become a mentor to young entrepreneurs through SCORE. 

 

I play a lead role launching some of the most exciting mobile communication products the world has 

ever seen.  

 

Thanks to my leadership as CEO, within five years our health system dominates the competition, is 

in the top 5% of patient satisfaction rankings, attracts the best physicians and nurses, and is known 

for the highest standards of quality. After I retire as CEO, I become a speaker and mentor to 

executives in other health systems. I am sought after to serve on think tanks and panels about how 

to make healthcare more efficient, accessible, and compassionate for all people. 
 

Your vision statement for your career: 
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What is Your Mission for Your Career? 

Your mission for your career gives you a higher purpose for working, and supports your 

efforts towards your vision. Without that higher purpose, it is harder to muster the energy and 

passion needed to overcome all of the obstacles on the way towards your vision.  

At the same time, you become more attractive to other business relationships —investors, employers, 

key employees, colleagues, mentors —when you have a clear purpose. People want to do business 

with people who are asking, and answering, the questions “Why?” and “So what?” 

Your mission doesn’t have to be based on what you think you should write, or based on what your 

parents or teachers would want you to write. Your mission is for you, and you alone. It exists to help 

you get and stay clear about your purpose in your career. If it is inspiring to you, it is a viable 

mission.  

Why do you work so hard? What larger contribution do you want to make?  

Following are questions that ask the same thing, but in different ways: “Why?” 

 What is the contribution you make through your 
work? To whom? 

  

 What are the higher reasons why you work and 
put up with everything that you have to deal with? 

  

 What is the biggest positive difference you can 
make with your talents and interests? 

  

 Given your talents, strengths, and resources, 
how do you make people better off? 

  

 Complete this sentence: “I want to create a world 
where people (are/have/can/feel)….” 

  

 

As you review your responses above, answer the following questions: 

 Are you being true to yourself? 

 Are your responses enough to keep you moving forward in your career, and toward your 

vision? 

 If you lost your job, would your answers to the above questions guide you to the next 

opportunity? 
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If you can answer “yes” to these questions, then congratulations are in order. If not, then 

reconsider the importance of having some higher purpose in your career, and of contributing to 

something that you care about deeply. 

Craft your answers to the above into a concise statement that will keep you going when times get 

rough. 

My mission for my career is: 

 

Examples: 

“I bring new technologies to people and change their lives for the better.” – Technology expert 

  

“I help people succeed by being organized.” – Executive assistant 

 

“I help people start businesses and realize their dreams.” – Entrepreneurial consultant. 

 

“I write books that make kids dream big dreams.” – Children’s author 
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Know Which Values Matter Most to You in Your Career 

In the Leader’s Dashboard for your organization, you developed a list of nonnegotiable values. 

Now you can do the same thing for your own personal values for your career. What are your personal 

nonnegotiable values that define how you work and advance your career?  

At the same time, how do your actions compare to the values you say are important? As with 

organizational values, there are two types of values for individuals in their careers: those that you say 

that you have, and those that you actually put into action. If you say you value your family time, but 

you don’t make the time to spend with your family, than there is a mismatch.  

Finally, how do your own values for your career match up to those of your organization? It can be 

hard to work at an organization whose values don’t match your own. 

As you did for the Leader’s Dashboard for your organization, think about the top five values that you 

hold dear as you develop your career. Use the accompanying list of sample values for ideas. 

Illustrative list of values: 

 Accountability 

 Achievement 

 Adaptability 

 Advancement 

 Adventure 

 Attentiveness 

 Authority 

 Balance 

 Being the Best 

 Belonging 

 Caring 

 Caution 

 Challenge 

 Collegiality 

 Comfort 

 Commitment 

 Communication 

 Community 

 Compassion 

 Competition 

 Confidence 

 Contribution 

 Control 

 Cooperation 

 Creativity 

 Customer 
satisfaction 

 Dignity 

 Discontent 

 Diversity 

 Empathy 

 Energy 

 Enthusiasm 

 Entrepreneurshi
p 

 Environmental 
awareness 

 Ethics 

 Fairness 

 Faith 

 Family 

 Focus 

 Forgiveness 

 Friendship 

 Fun 

 Growth 

 Harmony 

 Honesty 

 Humor 

 Improvement 

 Initiative 

 Innovation 

 Integrity 

 Intelligence 

 Involvement 

 Justice 

 Knowledge 

 Leadership 

 Learning 

 Listening 

 Long-term 
perspective 

 Love 

 Loyalty 

 Making a 
difference 

 Money 

 Opportunities 

 Organization 

 Partnering 

 Peace 

 Positivity 

 Power 

 Prestige 

 Productivity 

 Profit 

 Purpose 

 Quality 

 Recognition 

 Relationships 

 Relaxation 

 Reliability 

 Resilience 

 Respect 

 Responsibility 

 Results 

 Reverence 

 Risk 

 Safety 

 Security 

 Service 

 Socializing 

 Spirituality 

 Stamina 

 Status 

 Success 

 Teamwork 

 Territory 

 Tolerance 

 Tradition 

 Trust 

 Unity 

 Variety 

 Vision 

 Wealth 

 Winning 

 Wisdom 
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In the worksheet that follows, list your five most important values, as well as specific evidence to 

prove that your actions match your intent. 

Worksheet: Our Top 5 Values 

Value Specific evidence that we embrace this value 

1.   

2.   

3.   

4.   

5.   

 

 How close is the match between your desire to live these values, and how you put them into 

action? 

 How close is the match between your values and those of your organization?  

 How do you reconcile any gaps or mismatches? 
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What is Your Edge? 

Leaders not only help their organizations develop an edge, they also have unique, valuable 

abilities, skills, and knowledge that stand out. What are the things that you do better than 

anyone else, and that enable your ongoing success? If you were going to be the best in the 

world in some area, what would it be? 

Your edge can include your functional or industry knowledge, professional relationships, deep or 

broad experience, ability to solve a specific problem or get results in a specific situation, or talent that 

you have turned into a valuable skill. 

By listing your personal edge on the Leader’s Dashboard, you are constantly reminded of the need for 

you to develop, keep, and sharpen your edge. 

Examples: 

“I know more about the paper industry than anybody else.” – Investment banker, paper industry 

focus. 

 

“I am the leading mobile application developer.” – Software developer 

 

“I build teams that turnaround struggling financial institutions.” – Turnaround expert.   

 

List your personal unique edge in the space below: 

Worksheet: Edge 

Your unique edge that sets you apart in your career is: 

 

(Continued) 
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Proof that you have an edge in this area (e.g., a “Walk on Water” or WOW story about how 
you have achieved extraordinary results with your edge): 

 

Potential threats to your edge as the market evolves: 

 

How you can shore up any weaknesses to build on your edge and be the best: 

 

How you can build on my edge to get even stronger in the market: 

 

What you need to do over the next 2-3 years to continue to get better: 
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Define Performance for Your Career Success 

In the Leader’s Dashboard for your organization, you defined performance for your 

organization. Often, performance for your organization is identical to performance for career 

success. If this is true in your case, you are all set.  

However, the way your organization defines performance for your role and the way you do can differ. 

For instance, you might have a specific goal to get promoted to a new role, and this requires going 

beyond the metrics your organization has set for success in your current role. In order to make your 

promotion happen, you might need to set more aggressive or broader goals to show that you are 

ready to move up. In the consulting industry, senior associates generally get promoted to partner only 

after they are already billing clients at the partnership level. They might be doing perfectly well in their 

current role, but if they have aspirations to move up, they need to define performance more 

aggressively.   

Likewise, organizational goals usually focus on traditional metrics about financial performance, 

quality, service, and employee recruitment and retention. Meanwhile, success in your career might 

require different types of metrics. For instance, you might set performance metrics for you manager’s 

success, such as helping him to get a promotion or earn his full bonus. You could also consider a 

metric about how many well-connected people in the organization know about your contributions and 

achievements. You might set a performance goal for your involvement with an industry association, 

earning a new credential, or developing at least one successor so that you can move up into the next 

role. Performance can also relate to ways that you will improve your unique edge so that you continue 

to be perceived as among the best in your field.  

Specific examples: 

“Get promoted to Senior Vice President during the next review cycle.” 

 

“Receive my MBA in marketing by June.” 

 

“Achieve a stretch goal of $2.5 million in billings this fiscal year.” 

 

“Win the company’s sales manager of the year award this year, along with the trip to Hawaii with the 

executive team.” 

 

“My manager’s unit achieves its profit goal, and my area of responsibility contributes more than 50% 

of that profit.” 

 

“Get on the Chamber of Commerce’s Economic Development Committee.” 
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Give some thought to the top three to five performance metrics that will enable success in your career 

over the next year or two. Again, there could be a perfect match between success for your 

organization and success in your career, or there could be some differences. 

Worksheet: Performance 

The Top Three to Five Performance Goals for Your Career Success: 

1.  

2.  

3.  

4.  

5.  

 

How closely do these performance metrics match up with how you defined performance for your 

organization’s success? If there are significant differences, how hard will it be to reconcile them? If 

applicable, what can you do to more closely align how you defined performance for your organization 

with how you define performance for your career? 
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Choose Your Key Initiatives 

In the Leader’s Dashboard for Your Organization, you identified the key initiatives that will assure your 

organization performs, and that also will keep you focused on what matters most for your 

organization’s success. 

Those initiatives could be exactly the things that, if accomplished, give your career a boost. 

On the other hand, the initiatives for your organization might be things that you have done again and 

again, that serve someone else’s career progression more than your own, or that do not really 

challenge you to grow. To advance your career, you might need to choose some additional or more 

aggressive initiatives to show what you can do and that you go above and beyond. Note: Be politically 

savvy! These initiatives should not put you at risk of being seen as the stereotypical loose cannon 

who goes around the chain of command —unless that is something your company values, If you want 

to take on a new initiative with company resources, be sure to get appropriate approvals.  

Examples: 

“Formalize and get approval to roll out my plan for a new way to ship products that saves the 

company 7% of its shipping budget.” 

 

“Develop and roll out a new sales training program for the team, and have it be seen by the CEO as 

a key to increasing our sales numbers this year.” 

 

“Create a new mobile application that proves that apps can be a viable way to get more visible in the 

market.” 

 

“Get approval for a marketing campaign targeted to the male twenty-something market, and conduct 

initial tests to prove the concept.” 

 

“Come up with at least one additional new product idea that gets approved for development and 

testing.” 

 

What are the top three to five initiatives you need to do to advance your career, realize the 

performance metrics you defined in the last section, achieve your vision and mission for your career, 

or further develop your edge? 
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Worksheet: Key Projects and Initiatives for Your Career 

Project Description Start/End Date Measure of Success 

How the Project 

Supports Your Vision 

for Your Career 

    

    

    

    

    

 

Which projects and initiatives will you cancel, postpone, or delegate in order to focus your 
attention on the projects you identified above? 

1.  

2.  

3.  

4.  

5.  
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Identify Your Most Important Professional Relationships 

Leaders rely on all sorts of people to be successful. In fact, professional relationships may be the 

most important currency of the leader. You want to be sure that new and promising opportunities 

constantly come your way before others know about them. 

Developing strong professional relationships with as many people as possible represents a 

worthy goal. However, a small number of people in your network likely have a disproportionate say 

about whether you succeed or not. By identifying and nurturing these key relationships, you can 

increase your chances of success while focusing your time and attention. 

The worksheet below provides a simple tool for identifying the relationships that you absolutely must 

develop and maintain. List up to 20 people who currently play a vital role in helping you achieve your 

vision and goals. These are people who already know you; in the next worksheet you will consider 

people who don’t yet know you well, but should.  

Consider peers and colleagues, mentors, customers, managers, direct reports, investors, vendors, 

advisors, industry and functional experts, people who know lots of other people in your field, and 

anybody else who can play a key role in your success. For each person, rate the relationship on a 

scale of -2 to +2, with -2 being very negative, -1 being antagonistic, 0 being neutral, +1 being 

supportive, and +2 being so strong that the other person will take personal risks to help you 

succeed. 

Worksheet: Your Top 20 Current Relationships 

 Who? 
Quality of Relationship 

(on a scale of -2 to +2) 

One step you can take to nurture and 

improve the relationship 

1.    

2.    

3.    

4.    

5.    

6.    

7.    

8.    

9.    
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10.    

11.    

12.    

13.    

14.    

15.    

16.    

17.    

18.    

19.    

20.    

 

Next, list up to 10 people that don’t know you well, but that should, because they can be very 

important to your career. You need to get on their radar screen. Think about ways to start or 

continue to develop the relationship 

 Who? 
Why They Can Be 

Valuable to You 

One Step You Can Take to Develop 

the Relationship 

1.    

2.    

3.    

4.    

5.    

6.    

7.    

8.    

9.    

10.    
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Finally, out of all of the work you have done in this section, choose up to five key relationships 

that need your focus now to advance your career. These are the names you will put on your 

Leader’s Dashboard for your career, as a way to focus. You can always revise your plan to change 

your focus as you make progress on building these relationships. 

Worksheet: Top Five Relationships to Advance Your Career Now 

1.  

2.  

3.  

4.  

5.  
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Choose Areas for Development 

Leaders continuously improve and evolve to achieve ambitious goals for their organizations, 

and for their own careers. Consider your vision, mission, values, edge, performance goals, and 

initiatives —both for your organization and for your career.  

 What will it take for you to continue to succeed?  

 Which assignments and next steps will challenge you the most and help you develop most 

effectively? 

Worksheet: Assignments 

Potential Assignments How It Supports Your Vision 
Action Step You Will Take, 

By When 

   

   

   

 

 Which of your strengths can you build on to be more successful? 

Worksheet: Strengths 

Key Strengths 
How You Can Build On This 

Strength 

Action Step You Will Take, 

By When 
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Worksheet: Behaviors 

Old Behavior New Behavior 
Action Step You Will Take, 

By When 

   

   

   

 

 Which skills and knowledge do you need to acquire? 

Worksheet: Skills and Knowledge 

Skill/Area of Knowledge 
How It Will Advance Your 

Career 

Action Step You Will Take, 

By When 

   

   

   

 

 Which attitudes do you need to change or adopt? 

Worksheet: Attitudes 

Old Attitude New Attitude or Shift 
Action Step You Will Take, 

By When 
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 What else do you need to do to advance your career or set the stage for ongoing success? 

Worksheet: Other Development Strategies 

Strategy Measure of Success 
Action Step You Will Take, By 

When 

   

   

   

 

Given all of the above, what are no more than five areas of development that will help you the most, 

and that you can put on your Leader’s Dashboard for your career? 

Worksheet: Areas for Professional Development 

1.  

2.  

3.  

4.  

5.  
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Draft an Initial Plan 

You now have substantial data to complete the Leader’s Dashboard for your career. Using your 

work so far, draft an initial Leader’s Dashboard by filling in the template that follows. Remember, this 

template is only a draft. Your next step will be to get feedback from others, if you feel comfortable 

doing so. 

  



 
 

98  
Copyright Center for Executive Coaching. All rights reserved. 
This content may not be shared except with your paying clients for live one-on-one and group engagements. It may not be licensed to 
others, used as part of a train-the-trainer program to train coaches, or distributed electronically as part of an online program for multiple 
virtual users. You may adapt it for client use with the statement, "Adapted with permission by Center for Executive Coaching.". 

The Leader’s Dashboard: For your career 

Area  

Vision  

Mission  

Values  

Edge  

Performance 
metrics 

 

Initiatives  

Professional 
relationships 

 

Development  
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Get Advice and Finalize the Plan 

 You now have a draft Leader’s Dashboard for your career. As you did with your Leader’s 

Dashboard for your organization, get advice about how to make it more accurate and 

compelling. This document is more personal than the Dashboard you completed for your 

organization, so choose trusted colleagues and friends. 

 Compare the two Dashboards. How closely aligned are they? How well does each 

Dashboard support the other? Can you live with the differences? What choices can you make 

to more closely align the two? 

 Once you have finished your Dashboard, keep it close to you, so that you can refer to it 

often. If you can, put both Dashboards on a single page, with one column for each. Review 

your Dashboards frequently, and keep them updated so that they help you stay focused, 

grounded, and doing what matters most for the success of your organization and your own 

career.  

 

The next chapter of the book goes into more detail about these questions 
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Checking Organization, Career, and Personal Alignment 

What do you think of when you think of alignment? Many people think about a straight line, or an 

arrow made up of many strands, all pointed in the same direction. I like to think about a spine. When 

the vertebrae in the spine are aligned, we feel great. When the spine is out of alignment, we feel mild 

to severe pain. If we don’t address this pain, we have trouble moving around, our posture suffers and 

—over a lifetime —we end up looking like a gnarly, hunched over old tree. 

Some people don’t do anything about the pain in their spines. They grimace their way through life 

without realizing the toll it is taking on them. They are like the famous patient who suffered severe 

headaches every day of her life, but —until she got medical attention —assumed that everyone also 

has the same horrible pain all the time; she had no idea that things could be better. Before they know 

it, their lives are over and nothing is left except for missed opportunities. 

You have already taken a look at the alignment between your Leader’s Dashboard for your 

organization, and the parallel Dashboard for your career. This chapter asks you to review that 

alignment one more time, and then it considers other domains of your life too. 

Some leaders are blessed to enjoy a nearly idyllic alignment in our lives. Our organization supports 

our career and vice versa, and we have found balance between our work and other areas of our lives. 

Others come to accept some areas of misalignment because, in the end, we realize that they have it 

better than most. After all, every job has pros and cons, and if we have more pros than cons, we are 

doing pretty well compared to the rest of the world. Why not be grateful for what we have instead of 

making risky changes?  

The questions that only you can answer are:  

 How much misalignment are you willing to accept in your life?  

 Where are you willing to take small action steps to find a better alignment?  

 Where must you make big changes?   

For instance, a colleague of mine spent years working his way up through a major manufacturing 

company. He loved the close relationships he formed with everyone from senior executives to 

frontline union employees. Coming from college where he lettered in three sports, he valued 

teamwork, relationships, and helping each other succeed.  

One day, he received the proverbial “offer he couldn’t refuse” from a rapidly growing 

telecommunications company. He jumped at the fantastic compensation and benefits, and the 

prospect of growing rich from stock options. His family was thrilled at the higher compensation and the 

new possibilities.  
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Unfortunately, three months into his new executive assignment, he realized that he couldn’t live with 

his new company’s values. The company had a two-tiered system in which the executives took all the 

spoils but the frontline employees were treated like they were inferior. When he tried building a team 

that included frontline employees in order to include them in ideas to improve the company’s 

operations, his manager rebuked him. He was encouraged to churn and burn frontline workers to 

maximize productivity at all costs. Ultimately, because he was unable to reconcile the company’s 

culture and values with his own, he left his lucrative job to find something more in line with his own 

principles. 

Not everyone would have done the same. Some might have put their values aside in order to provide 

more for their families. Others might have found creative ways to insert their own values in other 

places of the company. Each of us has to make our own choices about the careers we want to have, 

the lives we want to live, and the compromises we are willing to make.  

The following assessment identifies areas where there might be misalignment between the two 

Leader’s Dashboards you have created so far: 

Assessment: Alignment between your two Leader’s Dashboards 

Area 

1 

Strongly 

Disagree 

2 

Disagree 
3 

Neutral 
4 

Agree 
5 

Strongly 

Agree 

Vision: My vision for my organization is 

aligned with my vision for my career. Each 

supports the other. 

     

Mission: My organization’s mission and my 

mission for my career are aligned. I can 

achieve my own purpose while helping the 

organization achieve its purpose, and both 

inspire me. 

     

Values: The values I say I have for my career 

and the values of my organization are aligned. 
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Edge: I can use my talents, skills, knowledge 

and values to support what my organization 

does best, and my organization helps me 

build on the talents, skills, and knowledge that 

give me an edge in the marketplace. 

     

Performance metrics: My performance goals 

for my career and my performance goals for 

the organization reinforce and support each 

other. 

     

Initiatives: The initiatives I must complete for 

the organization’s success support my 

initiatives for career success, and vice versa. 

     

Relationships: The relationships that are key 

to the organization’s success overlap with 

many of the relationships I need to forge for 

my own career success. 

     

Professional development: My aspirations 

to continue to develop will support the 

organization’s vision, edge, performance 

metrics, initiatives and relationships, and my 

organization supports these aspirations as 

part of its commitment to develop leaders. 

     

Which areas above are most aligned?  

Which areas about are least aligned?  

For areas that are not aligned, which 
will you live with and in which will 
you make changes? 
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Which changes will you make, if any, and by when: 

 

What else do you notice, if anything, about the alignment between your two Leader’s 
Dashboards? What will you do about these observations, if anything? 

 

 

Even with acceptable alignment between your organization and your career, we still need to take a look 

at the rest of your life. Leadership demands discipline, focus, and energy. The job of leading can 

drain you. At the same time, if you don’t take care of your personal needs, it is unlikely that you will be 

able to muster enough concentration and energy to engage others. By taking care of the key areas of 

your personal life, and even indulging in a few luxuries, you can recharge and rejuvenate. 

 What do you need to do in your personal life to keep your edge in your career and for your 

organization?  

 What can you do for yourself that will help you focus more clearly on achieving your goals?  

 What can you do to better cope with daily crises and pressures?  

 What can you do to rejuvenate yourself?  

 Which indulgences have you been putting off that might help you to recharge?  

 At the same time, what are things in your personal life that might be distracting you or robbing 

you of strength? In other words, what are things in your personal life that you can stop doing in 

order to focus better, and have more time and energy?  

For instance, a colleague of mine used to play professional basketball, enjoying a 14-year career, 

including time in the NBA and in European leagues. He wasn’t a superstar or even a name you would 

know, but he still quickly discovered the temptations of being a professional athlete. These included all 

sorts of family members and old friends coming out of the woodwork for loans; women trying to trick him 

for money —even to the point of faking a pregnancy; gambling with other team members on airplane 

rides; drugs and alcohol; time wasters like video games; and the potential addiction to being in the 

spotlight and being seen as a celebrity. Because he wasn’t a big name, these temptations were worse in 

some ways, such as when poker games among teammates ran into tens of thousands of dollars.  
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Fortunately for him, he was grounded, and made a conscious effort to manage his personal domains. 

He learned to say “no” to requests for loans and, when he did loan money to family, he treated the 

money like a gift to avoid inevitable disputes. He got rid of people from his life who seemed to be 

there to suck energy and money from him, or whom he knew would not be there after his basketball 

days ended. When other players were gambling or playing video games, he spent time reading about 

financial planning and real estate, in preparation for life after basketball. He even left basketball for a 

year to finish up his college degree. Today he is a successful businessman, while many of his former 

teammates are broke, divorced, and struggling with addictions. 

He would often say, “If you have distractions off the court, you will have distractions on the court.” 

Leaders might not have all of the temptations of a professional basketball player, but my friend’s 

saying applies. The more we can get our personal lives in alignment with our careers, the easier it is 

to achieve our aspirations. 

One way to address these issues is by crafting a Leader’s Dashboard for every area of your life: 

marriage, parenting, other family, health, hobbies, community service, philanthropy, spiritual life, 

vacation, and so on.  

A simpler approach is to fill out the following worksheet. It lists a variety of areas in life. Think about 

things you can do in each area to help you be more focused, have more energy, recharge, and be 

more aligned with what your organization needs for you and what you want in your career. Similarly, 

come up with ideas about things you might stop doing. 

Worksheet: Personal domains 

Area 

What Could You Do or Have To 

Be More Focused, Have More 

Energy, and Recharge? 

What Could You Stop Doing? 

Health and nutrition   

Fitness   

Romance   

Children   
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Area 

What Could You Do or Have To 

Be More Focused, Have More 

Energy, and Recharge? 

What Could You Stop Doing? 

Spouse   

Parents   

Siblings   

Extended Family   

Friends   

Money and investments   

Knowledge   

Personal time   

Hobbies   

Vacation or adventure   

Culture/Arts   

Community and civic 
involvement 

  

Possessions/luxuries   
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Area 

What Could You Do or Have To 

Be More Focused, Have More 

Energy, and Recharge? 

What Could You Stop Doing? 

Personal growth and 
development 

  

Spirituality   

Add your own:   

Add your own:   

Add your own:   

 

 

 


