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THE TORCHBEARER’S COMMUNICATION TOOLKIT

Big ideas have the potential to spark big change, if you communicate them well. Whether 
you’re launching a new product, process, or paradigm, your vision is like the inciting incident 
in an epic tale. After studying movements of all kinds in business and society, we found that 
they follow the structure of a classic story made up of five stages—Dream, Leap, Fight, Climb, 
and Arrive. 

As the torchbearer of your own movement, you are both the leader of the change and the 
narrator of the tale. It’s your job to communicate the significance of the trek and help others 
cross thresholds from one stage to the next, using motivating communication to help them 
commit and warning communication to overcome resistance. To inspire your fellow travelers 
to jump in and keep everyone marching forward, you can use powerful communication 
tools like speeches, stories, ceremonies, and symbols to move their hearts and minds. On 
the following chart you’ll find all the tools you need to create galvanizing moments that will 
sustain your travelers’ energy so they’ll see your venture through to a successful conclusion.

First, determine the stage you’re in by reading across the top of the toolkit chart. Next, select 
the most effective speeches, stories, ceremonies, and symbols for that moment in time. As you 
can see on the vertical axis of the chart, there are two types of speeches, stories, and ceremonies 
that you can choose from at each stage—motivating or warning—depending on the emotional 
polarity that your travelers are feeling. Then look at the content of your speeches, stories, and 
ceremonies to identify potential symbols and then listen to the emotional connotations they 
seem to hold for your travelers. 



DREAM LEAP FIGHT CLIMB ARRIVE

Moment of Inspiration
You kick off a vision, initiative, 
or product, which sets in 
motion a new season of 
transformation. People need to 
understand it and find inspiration 
for the journey ahead.

Moment of Decision
Now is the time for people to 
commit to change. You need 
them to agree to take on new 
responsibilities and see the 
venture through to the end. 

Moment of Bravery
When battle looms, people 
need to rally so they are 
emboldened by the strength in 
their numbers. A battle cry helps 
prepare for the fight ahead.

Moment of Endurance
The journey is bigger and longer 
than anticipated, so enthusiasm 
starts to wane. People are 
losing sight of why they started 
this journey in the first place 
and need help strengthening 
their resolve to finish.

Moment of Reflection
You’ve arrived! You and your 
travelers have met a milestone 
or crossed the finish line, 
and it’s time to declare small 
and big wins. Afford your 
team opportunities to bask 
in their accomplishments 
and be recognized.

Speeches
Demonstrate the gap 
between what is  
and what could be to 
create longing for  
the future state.

Vision Speech: Describe the 
current state (what is) and the 
risks of maintaining the status 
quo. Then, paint a picture of 
the way out that leads to a 
brighter future (what could be).

Pursuit Speech: Explain the 
action required and why 
travelers should embrace it. 
Count the costs of letting go 
of current realities (what is) 
and show how the reward will 
be worth it (what could be).

Battle Speech: Stir courage 
by describing the enemy’s 
damage (what is) and warn 
of potential continued harm. 
Expose the opponent’s 
weaknesses and articulate 
how to win (what could be). 

Progress Speech: Recognize 
small wins and acknowledge 
what’s completed (what is) but 
caution against slowing down. 
Revisit the dream and why it’s 
worth it (what could be). Show 
how the gap is closing between 
what is and what could be. 

Victory Speech: Reflect on 
the journey and relive trials 
and triumphs to show how 
far you’ve come. Acknowledge 
that the old reality (what 
was) could have led to ruin 
but you’ve transformed and 
emerged victorious (new bliss). 

Revolution Speech: Describe 
the injustices of the current 
condition (what is) and why 
they need to be overturned. 
Paint a picture of life back 
in balance when justice is 
served (what could be).

Renunciation Speech: 
Acknowledge that some still 
cling to the past (what is). Show 
why everyone must let go of 
old ways and begin a new way 
of thinking and acting for a 
better future (what could be).

Underdog Speech: Admit that 
you’re losing the battle and 
may suffer defeat. Acknowledge 
people’s suffering (what is) and 
then ask them to muster every 
ounce of strength to pull from 
behind to win (what could be).

Crossroads Speech: Explain 
why the path the team is on 
(what is) is no longer the right 
direction and that you’ve come 
to a crossroads. Show them why 
taking a new path will fulfill 
the vision (what could be).

Surrender Speech: Throw in the 
towel and admit failure. Humbly 
apologize for what has happened 
(what is) and assure them you’ve 
put systems in place so it won’t 
happen again (what could be).

Stories
Motivate with “I,” 
“we,” and “they” 
anecdotes from 
previous adventures 
to inspire hope.

Heed the Call Story: Explain your 
epiphany, when you first saw 
how things could be different, and 
how the revelation transformed 
you. How did you grapple 
and come to terms with it?

Seek the Reward Story: Describe 
a sacrifice, either yours or 
someone else’s. When did  
you realize the scale of sacrifice 
required to make the dream a 
reality? What moved you  
or them to say yes and why?

Overcome the Enemy Story: 
Talk about triumphing against 
all odds. When have you or 
someone else overcome obstacles 
of similar magnitude? What 
helped you or them win? 

Endure the Struggle Story: 
Talk about persistence. When 
did you or someone else 
make progress toward a goal 
and muster the resolve to 
continue? What motivated 
you or them to keep going? 

Savor the Win Story: Share the 
sweet taste of success. What have 
you collectively accomplished? 
Why are you all greater for having 
taken this journey together?

Neglect the Call Story: Talk 
about a failure to see an 
opportunity or disregard 
a warning. What signs 
did you ignore and what 
consequences did you suffer?

Ignore the Reward Story: Explain 
the danger of attachment to 
old ways. When did you realize 
that outdated mindsets were 
holding you back? What should 
you have let go of and why?

Come from Behind Story: Share 
what being overtaken by the 
enemy looks like. When have 
you or someone else failed 
to overcome obstacles? What 
made it impossible to win?

Lose the Way Story: Talk about 
wandering or giving up the fight. 
When did you decide that the 
struggle was no longer worth 
it? What did you learn when 
having no clear direction?

Learn the Lesson Story: Recount 
a failure. What went wrong and 
how did it happen? What have 
you learned from your failures?

Ceremonies
Activate with 
ceremonies that 
overcome resistance  
and cement 
commitment.

Immerse Deeply Ceremony: 
Envision what’s possible 
by simulating the future in 
a way that opens people’s 
hearts and minds.

Pledge Commitment Ceremony: 
Initiate action by signing up for 
the journey and committing 
to advance the cause.

Rally Spirits Ceremony: 
Summon courage by showing 
strength and sounding a battle 
cry for the fight ahead. 

Renew Commitment Ceremony:  
Reexamine goals, revise plans, 
and recommit to finish the job.

Celebrate Wins Ceremony: 
Relish accomplishments with 
fanfare, recognize heroic effort, 
and bask in the glory of it all.

Mourn Endings Ceremony: 
Let go of old beliefs and 
accept that the past is over to 
make room for new ideas.

Dismantle Blockages Ceremony: 
Symbolically destruct limits 
or obstacles that hinder 
travelers’ commitment.

Demystify Threats Ceremony: 
Unmask the enemy and 
demonstrate that the battle 
isn’t as scary as it seems.

Heal Wounds Ceremony: 
Gather in retreat to heal 
wounds, let off steam, and bond 
hearts before continuing.

Concede Defeat Ceremony: 
Purge disappointment and 
bring closure by acknowledging 
and admitting failure.

Symbols Symbols come in many forms—visual, auditory, spatial, physical. Imbued with meaning, symbols motivate or warn travelers. 

= Motivating

= Warning
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