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PUT A VISION IN YOUR SAILS
ORGANIZING AROUND A SHARED VISION

. Introduction:

"Handling Today by Envisioning Tomorrow"
* A new process: thinking about tomorrow
* Creating a vision around core values

* Enrollment in a vision

. Shaping Your Future: Context

* Changing economic structure

* Changing organizational cultures

* Implications

. Bringing It Home

* Finding jobs
* New twists

. Vision: Content

* Creating a vision
* Core values: an exercise
* Enrollment



PUT A VISION IN YOUR SAILS
ORGANIZING AROUND A SHARED VISION
(Continued)

. Tower Building: Building a Shared Vision

* Sharing
* Constructing
* Enrolling

. Wrap-Up
* Summarizing

* Responding
* Final thoughts



WHAT FORCES SHAPE YOUR FUTURE?

Economic

* Global economic systems
* Managing chaos -- the web
* Non-linear thinking and processes
* Innovation to obsolescence cycles very rapid
* Work environment revolution
- entrepreneurial employee
- life long learning (short skill life)
- unemployment real
- labor contract changes

Organizational

* Hierarchies fail to respond to change/needs
- participation of individual - team
- information/knowledge age
* Small replaces big - seek flexibility
- new roll for managers
* Labor - management relations reinvented
- unions new functions



WHAT FORCES SHAPE YOUR FUTURE?
(Continued)

Implications

* Change driven by technology and learning
* Pace of change will continue at a rapid pace
* Individuals will be immersed in technological systems

- may not understand |
* Living with chaos

- can we "muddle"?
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BRINGING FORCES HOME TO
CAREER SERVICES

* Finding Jobs

* New Twists
- participants in process
- team organization
- language
- technical: monitoring data
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CREATING A VISION
1. Conceptual Differences

Vision:
What - Picture of the future we seek to create

Mission:
Why - Why organization exists

Goal:
How - Strategies to obtain specific mission
objectives

2. The Vision Statement Represents for Each
Organization Member:

"What they want for the organization; what kind of :
person they want to be in the workplace and what kind
of legacy they want to leave behind."

(Haas, 1990, p. 144)

"A shared vision is not an idea. . . .rather a force in
people’s hearts, a force of impressive power. . . .a

shared vision answers the question ‘what do we want to
create?’" (Senge, 1990, p. 206)

3. A shared vision uplifts peoples’ aspirations.
Visions are exhilarating. (Senge, 1990).



CREATING A VISION
(Continued)

4. A vision statement comprises:

Vision - The preferred future we want to create for our
organization.

Core values - Our beliefs and ethics, how we want to
interact with our customers, our commitment to a
quality product or service, how we want to treat each
other in the organization and how we want to influence
society.

5. Create and recreate: Building shared vision is ongoing
never ending.

5. A shared vision serves as foundation for individual and
group behavior and decision-making.

It inspires involvement. (I?)



VISION STATEMENT

We all want a company that our people are proud of and
committed to, where all employees have an opportunity to
contribute, learn, grow, and advance based on merit, not
politics or background. We want our people to feel
respected, treated fairly, listened to, and involved. Above
all, we want satisfaction from accomplishments and
friendships, balanced personal and professional lives, and
to have fun in our endeavors.

When we describe the kind of Levi Strauss & Co. we want
in the future, what we are talking about is building on the
foundation we have inherited! Affirming the best of our
company’s traditions, closing gaps that may exist between
principals and practices, and updating some of our values
to reflect contemporary circumstances.

Levi Strauss & Co.



CORE VALUES

This exercise attempts to draw out individual values on organizational structure and the craft we practice. The list
is not intended to be inclusive, you will have an opportunity to add to this list. Please respond as to whether you
agree or disagree with these statements by placing the letters from the following scale to the space at the left of each
statement.

Strongly Strongly
Disagree Disagree Neutral Agree Agree
SD D N A SA

I find work more rewarding in innovative, experimental environments.

Vocational (or technical) based education better serves the needs of society.

Empowerment of all organizational members to share in decision making and evaluation enhances the
quality of services to our customers.

Matching students with faculty/staff mentors enhances the learning environment and the career development
process.

Diversity among my co-workers, diversity of experiences, diversity in perspectives provides for a more
effective organization.

My professional work will increasingly involve technical processes to handle and evaluate labor market and
other strategically relevant information.

The primary customer of my organization is the student.

We must help students acquire life-long skills for learning about career choice and job search.
Productive organization has a prescribed, established way of doing things.

Graduation requirements should include participation in experiential or work-related learning.
Technological advancement will significantly influence my professional environment.

Completion of undergraduate education guarantees access to employment through career services.
Faculty involvement in career development activities will enhance career services ability to deliver a quality
product.

SRR T T T

Take a moment to reflect on your organizational values, and the values you attach to your craft. You can jot them
down in these spaces for reference in the next exercise.

My work values:




MOVING FROM PERSONAL
TO SHARED VISION

"Each shares responsibility for the whole,
not just for his (her) piece."

Steps in Mastering the Construction of Shared Vision

1. Give up notions that visions are announced from the top
or emerge from the organization’s regular planning
processes.

Top-down vision is futile

* often one-shot vision

* not built on people’s personal visions

* vision not a solution to a problem

* strategic planning fails to nurture vision
(too short term focused)

2. Vision can emerge anywhere in the organization
Origin is less important than how it comes to be shared

3. Visions that are truly shared take time to emerge
* stimulate on-going conversation
* listen (more difficult than talking)
* openness
* willingness to entertain diversity of ideas
* allow multiple visions to co-exist



EXERCISE
CREATING A SHARED VISION
(LEADERSHIP AND GROUP DYNAMICS)

Your Responsibilities:

D R

Identify your values, concerns, and aspirations that motivate you.

Share your values, etc. with the group.

Participate in the selection of the shared values of the group.

Assist in design and construction of your group’s tower, using the core values as pillars.

Help devise a strategy for promoting your groups tower and enrolling others in your vision.

Participate in the selection of the winning tower for the entire organization. Each group will have one secret
vote.

Group Responsibilities:

NPPPe

Arrive at a set of values shared by your group.

Develop a vision statement around these core values.

Construct a tower that reflects the shared vision.

Devise a strategy for promoting your tower and enrolling others in your vision.
Participate in selecting the winning vision.

Tower Building Instructions:

-l o el

Write out your vision statement on the card provided

Construct your tower from the following materials: newspaper, tape, twine

Each tower must consist of a minimum of six pillars (shared values) and one pillar must be
Creativity is encouraged. Build in linkages to customers and clients. Reserve a secret compartment to house
a special tradition.

Prepare a promotion strategy and outline it on the card provided.




ENROLLMENT

A vision is not something you sell or have people buy into-
it can be easily discarded. Actually, selling suggests
getting someone to do something they may not want to do.
You want people to enroll in your vision -- sign-up through
their own free choice. Through enrollment they become
committed. Once committed, you can activate them.

LEVELS OF PARTICIPATION
Top: Commitment - wants it, will make it happen

Approaching Top: Enrollment - wants it, will do anything
"within spirit of the law" to make it happen

3/4 Up: Genuine Compliance: sees benefits, does what 1s
expected and more, a good soldier

1/2 Up: Formal Compliance: sees benefits, does what 1s
expected and no more, a pretty good soldier

1/8 Up: Grudging Compliance: sees no benefits, wants to

keep job, does what is expected, lets people know not on
board

Bottom: Noncompliance: no benefits, I won’t do it.
Sabotage expert. Apathy, no interest. "Is it 5 o’clock yet?"



Do not confuse compliance with
enrollment and commitment.

Promoting a Vision

1.

Live the values: you as an individual, manager, must
be enrolled

* align your actions with vision

* make covenants

. As a manager:

* create an empowering environment
* practice roving leadership
* remind people of common purposes and dreams

. Be on level and honest

* don’t inflate benefits
* don’t sweep problems away

. Let the other person choose

* "There is nothing you can do to get another person to
enroll or commit. "

Challenges:

1.

2.

Pulling-the-strings on empowerment. Managers or those
with power/control hate to give it up.

Dealing with failure to live up to vision. What about
non-compliers and compliers.



THE LEARNING ORGANIZATION
(ORGANIZATION INSPIRED BY SHARED VISION)

Trust in working relationships
Risk-taking encouraged

Accept trial-and-error as a proven learning process
(failure accepted)

Problem-solving is decentralized
(closest to customer)

Decision-making is team-oriented
(empowerment II)

Training and development is central: continuous capacity
building to respond to environmental change

Flexibility in work schedules, skills, activities

Personal mastery - see correct reality more clearly; clarity
what is important to us, recognize different learning styles

Recognize environmental changes

Senge, 1990



QUESTIONS
IMPLEMENTING SHARED VALUES

Shifting an organization from hierarchial structure to a
learning organization based on a vision takes guts. Change
can be very threatening. Consider these questions posed
by Smith and Ballard:

1.

How do you get started? What are the first steps? Who
takes the lead? How do you know when things are on
the right track?

. What are the barriers? What roadblocks are likely to

emerge quickly? Where can you get help?

. How do you deal with reluctant staff? A reluctant

supervisor? Is this likely to happen? How do you
respond?

. Can reward and evaluation systems be changed? What

examples can you identify? How can you start to
develop systems which work?
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