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Group Introductions 

•  Franklin Legacy Fund 

  

•  Team Introductions 
•  Name 

•  Title 

•  Role in Organizaiton 

•  Goals for Visioning Session 



Personal Vision of Success 

•  Define & Document 

•  Personal Success 

•  Professional Success 

•  Reflect On Occasions When  

You Felt Successful 

 

•  Key Words/Ideas Associated  

With Success 



Defining Success 

What is a great non-profit? 
  

What is a great life? 
  

How do YOU define success? 
 

How does society define success? 
 

It is not that your life will be  
perfect when you have achieved your vision, but 

you will have a better class of  problems. 
 

What problems do you want? 
 



How Do We Define a Vision? 

A Vision is a picture of  what success will be at a 
particular time in the future. It answers questions 
such as: 
•  What does our organization look like 

including the physical environment? 
•  How big will it be? 
•  What are we known for? 

 
What a Vision is NOT: 
• Mission Statement 
• Strategic Planning 
• Something a consultant does for you 
• Only for the top of  the organization 



Compelling Reasons to Write a Vision 

A.  Motivation:  Helps you get  

up in the morning 

B.  Inspiration:  Staff,  

community & family 

C.  Shift In Thinking:  From fantasy to future  

D.  Alignment Vehicle:  Everyone rowing in same 

direction 

E.  Hope & Stability:  For current & future goals 

F.  Touchstone:  For challenging times 



Compelling Reasons to Write a Vision 

G.  Fun:  It’s an invigorating process 

H.  Provides Focus:  And direction  

to the team 

I.   Options:  Opens the mind to choices & 

possibilities 

J.   Alignment Vehicle:  Everyone rowing in same 

direction 

K.  Simplifies:  Decisions are made with ease 

 



Benefits of Visioning 
A.  Positive impact on others 

B.  Attracts and keeps good  

people 

C.  Creation of  reality, rather than just reacting to 

problems  

D.  Articulation of  positive expectations for the 

future 

E.  Accountability for all  

F.  Movement within organization is positive 



Benefits of Visioning 

DIRECTS our attention to what we WANT,  

rather than what we DON’T want… 

helping us REMAIN ON COURSE. 



Elements of an Effective Vision 
A.  Inspiring:  For you and  

co-workers 

B.  Strategically Sound:   

Staff, community & family  
1.  Creative tension between the vision and strategic 

plan 

2.  Imbed the goals in your vision  

3.  Make it concrete 

C.  Documented:  Write it down  

D.  Communicate:  Sell it to the organization 



Stages of Learning 

1.  Unconsciously Incompetent: 

You don’t know what you  

don’t know. 

2.  Consciously Incompetent:  You know you don’t 

know. 

3.  Consciously Competent:  You have a new skill & 

you know it. 

4.  Unconsciously Competent:  You use the skill 

without even thinking. 



Drafting a Vision of Success 

1.  Pick your topic 

2.  Pick your time frame 

3.  Make list of “Prouds” 
4.  Write the first draft  

 
•  Go for something great 
•  Write it from your heart (not your head) 
•  Send the “voices” away 
•  Get in the future 
•  Go quickly 
•  Get Personal 
•  Use the “Hot Pen” technique 

 
Review and re-draft 



Draft Vision Checklist 

Your Vision draft should answer the  
question: “What do I want to create?” 
 

•  Is about your preferred future, not about existing 
opportunities 

•  Focuses on end result (the “what”) not the process (the 
“how”) that will get you there 

•  Is something you want, NOT something you don’t want 
•  Isn’t constrained by what you think appears to be 

possible or realistic 
•  You can edit and change it (this is only a draft) 
•  Is stated in the positive, is descriptive, meaningful and 

specific 
•  Is set in the future, yet stated in the present 
•  Comes from constructive emotions of curiosity, passion, 

wonder, and aspiration. 



P.E.R.M.A. 



In Search of Good Outcomes 
A.  What does your Vision rule out? 

 
B.  What will other stakeholders say? 

 
C.  What will the naysayers say? 
 
 
Good Revenue Stream vs. Bad Revenue Stream 
 
  

Bad 
1.  Unethical behavior 

 
2.  No ill intent but a bad experience for people  you serve 

 
3.  Disproportionate amount of work relative to income 

 
4.  Approach not in accord with values 

 



Refine Your Vision of Success 

Read your Vision draft and notice how it makes you 
feel. 
  

1.  Write down adjectives that describe your 
feelings, noting which parts evoke which 
emotions and writing the adjectives in the 
margin. 

2.  Analyze the parts that evoke anxiety. Where is 
the anxiety coming from? 

3.  When finished, find someone else who is done 
and share the emotions you are feeling and 
where you may  be stuck. 



Take Your Vision to the Next Level 

1.  Analyze the parts of your Vision that evoke 
energy and excitement. 
 
 

2.  Flesh out your Vision by turning up the “want” 
dial and by adding detail to those parts that 
evoke excitement, energy and passion 



Present Your Vision to Workshop Fellows 
Work in small groups, taking turns to present your Vision 
and get feedback. 

Presenter:  
Pick a specific date in future. 

Speak in present tense. 



Combining Individual Visions into 1 Document 

1.  When each person has taken a turn, ask 
questions for clarification. 

2.  Build consensus by starting with the common 
elements in multiple Visions. 

3.  Negotiate for inclusion of elements you are 
passionate about. 

4.  Document elements and issues that are still 
under discussion. 



Rolling Our Your Vision To Your Organization 
These tips will help keep everyone engaged and maintain 
the lively spirit of the Vision as you turn it into action steps. 
 

1.  Give it a good name. 
  

2.  Use headlines for different sections. 
  

3.  Read your Vision aloud. 
  

4.  Get input from staff. 
 

5.  Make changes based on that input. 

6.  Get others involved in re-drafts. 

7.  Identify anticipated problems and resistance. 
 



Getting to Action: Bottom-line Change on the 
Path to Realizing Your Vision  

Dissatisfaction x Vision x First Steps > Resistance 
  
 

Bottom-Line Change Recipe 
ACES- Advisory Content Experts 

 
ACES are people who may or may not be part of the 
organization, such as industry experts, and have value to 
add. 
  
1.  Create a clear and compelling purpose for change. 
2.  Take time to carefully document the reasons for the 

change, particularly for the people you want on board. 



WHY? 

•  You will get more effective work 
     

•  It will help you guide actions of all involved and 
keep them on the right path 
 

•  It is motivational 
 

•  Gives people the feeling of being in this together 
 

•  Satisfies the need for purpose 
 

•  Is unifying 
 

•  Helps make things more fun 



Manage Bottom Line Change 
 
I can come to you with my  
Vision of what we can do without  
knowing how we’re going to get  
there. No one person can know  
everything about an organization,  
but collectively we can. 
 
Identify and involve the right people, those who will be 
impacted by the Vision. 
 
Develop leadership agreement on the Vision and engage a 
microcosm to determine who needs to know and how to get 
the information to them. 
  
As a leader you have to convey this message: “I believe we 
can go there, and I believe we can get there together.” 
 



Officially Present the Vision to  the  
Larger  Group and Create a Plan  
1.  Roll it out; get input from the larger  

group; ask people: 
•  What pieces do you find most  

compelling? 
•  Is there anything missing? 
•  This is we are going and are you in? 

 
2.  When you share the Vision with people, it is  

important to emphasize that it’s a draft. 
  

3.  Follow the advice of the microcosm. 
 

4.  Incorporate input that the leadership agrees is a positive addition to 
the Vision. 
 

5.  Roll it out again. 
 

6.  Get physical signatures. 



Keeping the Vision Alive and Vital  
 
Now that you’ve inspired your organization, keep your Vision 
alive by using it on a daily basis 
 
•  to make decisions, to inform strategic planning, and as 

the basis of assessing your success. 
 

•  to maintain consensus. 
 

•  in your communications, both internally and externally. 
 

•  teach and use Visioning in the organization for projects 
large and small. 

 



Reflections 
 
 
 
1.  What was the most surprising/interesting thing you 

learned about yourself? About your organization? 
 
 

2.  What is your No. 1 action item when you return to your 
organization? 
 
 

3.  What support would you like? 



Support Resources 
 
The Franklin Legacy Fund provides the following resources 
to assist you in working with your organization to further 
develop your Vision, plan your implementation and maintain 
its vitality. 
 
•  Coaching 
•  Facilitating staff and/or  

board retreats 
•  Co-mentoring group for  

those who have completed the  
Legacy Fund Visioning process 

•  Whatever else you need 



Thank You for 
Your 

Participation 
Questions & 
Discussion 


