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Why The Eagle?

The eagle represents power, vision, and wisdom. 

In some traditions, eagles are messengers of the 

gods; medieval scholars thought them capable 

of looking straight into the sun. Indeed, the 

eagle’s eyesight is four to eight times stronger 

than human vision, able to see a rabbit from two 

miles away and fish swimming underwater from a 

thousand feet in the air. They posses quite possibly 

the best eyesight on the planet. 
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What You’ll Learn in this Module

Welcome to TeamWiser Module 1: How to Create a Shared Vision with Your Team.

This module will help you and your team create a vision that inspires, aligns, and above all 

provides direction for your efforts. A great vision is an essential part of your company’s or 

team’s foundations, so it’s a great place to start this course.    

Here’s what you’ll learn in this module:

• How to use the creative process to build a shared Vision with your team 

• How to design and run a simple creative process

• Tips and know-how for creating a strong, relevant, useful Vision

• How to use your Vision to guide your team or company forward

Let’s dive in!
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Creating A Shared Vision to Serve

We begin TeamWiser with a focus on a shared vision at the heart of your team. A common 

vision draws people together in action, community, and striving. Your vision is an essential 

starting point for everything that follows — and whether you’re just starting out or are very well 

established, this module will help you strengthen the foundation of wiser teamwork to come.

                    

Many CEOs and visionary leaders have compelling visions. The old way of sharing a vision 

was to inspire or incentivize everyone in an organization to work together for a common 

goal or the greater good. From one point of view, this makes sense — but there are two key 

problems with this approach. First, many visions are based on personal desires and ambitions, 

not service. This has the corrosive effect of tilting the endeavor away from genuinely serving 

others and towards meeting personal desires. And second, because they’re based on the 

desires of a relative few, they often have to integrate the divergent needs and desires and 

individual leaders, and are thus innately compromised. 

Instead of mashing together our personal desires in a compromised vision, we need a 

different approach. In her book The Regenerative Business, Carol Sanford writes: “Instead, 

people in businesses and other organizations should engage together in the process 

of imaging the working of the living entities they wish to know and serve… This has the 

advantage of decreasing ego involvement and preventing projections…”

Wiser Visioning will help you (1) orient your efforts towards fulfilling your aims by serving the 

needs of your customers or beneficiaries, and (2) truly share this vision, so that it’s not just the 

vision of one person or a few people, but is instead the outcome of shared understanding 

among your entire team. This approach will help you ensure that your Vision is as powerful 

and effective as it can be! 

Let’s begin by outlining what makes a Wise Vision.
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What Makes a Wise Vision?

A “vision” is much more than a “vision statement.” It is much broader and ultimately more 

useful than statements you might typically find emblazoned on the wall at a corporate head 

office. Those can serve an important purpose, but we mean something bigger. We’re talking 

about something that can profoundly, usefully, and wisely inform your entire effort from within 

and at all levels..

A great vision is profound because it expresses your team’s or company’s larger purpose, 

values, unique value proposition, goals, and aspirations — all oriented toward how you 

will serve. It is useful because it provides a much needed reference point for all manner of 

strategic considerations, from decision making to hiring to priorities and planning. And it is 

wise insofar as it helps align a diverse group of people and supports them to make their best 

contributions. If your vision is all this, it can inspire, inform, and shape the present and future of 

your company or team.

So how do you get there? What practical steps do you take, and what are the winning ingre- 

dients of an effective vision? The following list is a good starting point — and after covering 

these basics, we’ll move into the process.     

“Would you tell me, please, which way I ought to go from here?” 

“That depends a good deal on where you want to get to.”

“I don’t much care where...”

“Then it doesn’t much matter which way you go.”

“...So long as I get somewhere.”

“Oh, you’re sure to do that, if only you walk long enough.”

— Lewis Carroll, “Alice in Wonderland”



04

TeamWiser | Module One

WISER VISIONING   

Imagination or Fantasy?
A Crucial Distinction

One of the most important concepts in Magenta’s creativity toolkit is the distinction between 

imagination and fantasy. This distinction comes initially from the work of Johann Wolfgang 

von Goethe (1749-1832), the great German poet and scientist whose unique scientific 

methods, contrary to the approach that eventually became what we now think of as natural 

science, included the consciousness of the observer. For him, all scientific truth was innately 

dependent upon the healthy faculties of perception and ideation, so these faculties should 

not be overlooked. Instead, they should be exercised and developed — tested again and 

again against experience, such that they become ever more acute, sensitive, and capable of 

discern the fullness, wholeness, and truth of nature.

As part of this pursuit, he demonstrated that the ability to make a mental picture of a natural 

phenomenon can be systematically exercised such that one gradually comes to comprehend, 

for example, the laws of metamorphosis in plants. With rigorous practice, one can so exercise 

this faculty that one can eventually apprehend the invisible laws at play in the metamorphosis 

of visible forms. With such a faculty, Goethe observed, it is possible to imagine realities that 

are consistent with these laws and so could exist, but don’t. This faculty of imagination may 

thus be distinguished from that of fantasy, which may create a mental picture or idea of 

something that does not and cannot exist if it is consistent with these laws.

One may observe, for example, that an animal can never have both fully developed horns and 

fangs. Pointy growths extending from the skull go either in one direction or the other, or else 

are evenly divided (a few animals have small horns and small fangs, for example). So while 

we might be able to paint a picture of a dragon with fully developed horns and fangs, such 

a creature could not actually exist if it were to follow the same laws of organic growth and 

development observed throughout the rest of the animal kingdom.
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You might be able to think of many real life examples of the failure to distinguish between 

these two modalities — not only in the movies. People project their romantic fantasies onto 

each other at the expense of getting to know a person for who they truly are. We make 

“enemy images” of those with whom we are at war (a concept we’ll explore more in module 

three, Wiser Communication). Or, consider the idea that humans can live on Mars: is it 

fantasy or imagination? Many billions of dollars will be invested to find out! In our work, we’ve 

supported hundreds of leaders to work together for the future of their country or region, for 

example — and we’ve often found that their visions are more fantasy, wishful thinking, and 

aspirational hopes than rigorously contemplated imagination. 

When creating your vision, keep this principle in mind. One of the most important criteria for 

your vision is that it is conceived with imagination, not fantasy. This is a long way of saying: 

keep it real. That doesn’t mean it can’t be ambitious, bold, and visionary. It means: ground 

your visions in reality, in what could actually be, but isn’t yet. We will revisit this principle from 

a fresh angle in module five, Wiser Community.

Next, we’re going to share more criteria for what makes a great vision. Most of them will be 

familiar or self-explanatory, but they’re handy to keep in mind. Let’s review them now.
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As you work through the exercise in this module, the following criteria can help you ensure 

that the outcome of your visioning is relevant, clear, and useful. So as you create your vision 

with the exercise in this module, keep this list of suggested principles nearby, and refer to 

them often.

Key attribute: What it means:

Focused on Service Your vision describes the improvement of outcomes you wish to 

create for those who you serve. The goal here is to avoid project-

ing your desires onto the world, but instead to base your vision 

on an imagination, based in reality and by walking in the shoes of 

the other, so to speak.

Directional Your vision provides direction, which should be specific enough 

to influence decision-making, but flexible enough to support you 

and when you change tactics or pivot as you go.

Contextual Your vision is rigorously grounded in your customer’s or bene-

ficiary’s past and present. An effective vision must be relevant 

to the current realities within and around them and be deeply 

informed by their history, current reality, culture, and values. This 

attention to context gives the vision credibility and solidity: with-

out this grounding in reality, you risk envisioning a fantasy.

Purpose Driven Your vision provides a larger sense of purpose and meaning, 

connecting your team together in something that’s larger than 

themselves. It’s more than about the team’s needs or about “win-

ning”: it must reflect your team’s deeper reasons for doing what 

you’re doing in the bigger picture.

Key Criteria
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Key attribute: What it means:

Values Based Your vision connects your people to a set of core values. Values 

define what’s fundamentally acceptable and unacceptable in 

service to the team’s project outcomes — the people or entities 

whom you serve. If your values inform your vision, your vision 

will help ensure that your efforts truly embody and stand for 

those values — and your shared vision will help you transcend 

self-serving desires.

Challenging Your vision states an ambitious challenge, a goal you can’t easily 

attain. In this sense, the vision should stretch you and your team 

and set a high standard — something beyond what’s considered 

conventionally acceptable and that holds everyone to a high 

moral and ideal standard. 

Unique Your vision reflects what’s unique about the team. It should com-

prise what makes the team different, essential, and necessary. 

And it should inspire your team to remain true its uniqueness.

Vivid Your vision conjures a vivid mental image of what the team is 

striving to be in the future. This image is easy to understand; 

it’s clear to the mind’s eye. It’s compelling and ambitious, yet 

grounded.

Inspiring and in touch Your vision appeals to your team’s hearts and minds; it inspires 

commitment to a cause, through the eyes of those whom you 

serve. You want for your team to feel a part of the outcomes, 

not separate, or distant, or removed from them. Instead, your 

team should feel a sense of love, recognition and respect for 

those whom they serve. Otherwise the risk is a fantasy of service 

instead of creating it in reality. 

Print these attributes out and keep them handy as you go. Next, let’s dive into how to create a 

great vision with your team.
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A wise visioning process is a journey of discovery that can yield unexpected fruits. Building 

your vision with a creative process will enable you to:

• Get the best ideas. You’ll capture ideas from each member of your team, develop 

them in dialogue, and distill and synthesize a smaller set of the best ideas. The rule 

here is “The best idea wins.” Not the idea of the CEO or the most powerful, beautiful, 

tallest, or most famous person in the room. The best idea. This isn’t to dismiss the role 

and importance of CEOs and other senior leaders. This is, however, to ensure that 

everyone’s voice is heard. We’ve seen what happens when the CEO says the most and 

makes the decisions: the rest of the team checks out, holds back, and in the end, is 

less involved and less accountable.

• Include everyone’s voice. Remember in the introduction Module what we said about 

diversity, equity, and inclusion. Inclusion builds trust, trust builds safety, and with safety 

comes creativity, honesty, flexibility, and strong relationships. Actively seek the input 

of those who are usually silent or unheard. They often have key insights you might 

otherwise overlook. Whenever you’re creating with a team, get diverse input.

• Allow time and space for new discoveries. The creative process builds in some time 

and space for pondering, reflecting, being able to “sleep on it,” and digging deeper. 

These pauses are an inherent part of the creative process and are necessary to crack 

open truly fresh thinking and revelatory insights. 

• Finish with an outcome distinctly better than your starting point. A creative process is 

designed to yield unexpected and outstanding outcomes.  

When you can competently run a creative process, you can navigate and make fruitful the 

periods of uncertainty that can otherwise seem chaotic and unpredictable.  

Use a Creative Process 
to Build Your Vision
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One way to design a creative process is in three stages: divergence, emergence, and conver-

gence. In the emergent phase is a “gap” — a fuzzy space in which the way forward is unclear. 

This is necessary, because without it, you’ll simply repeat what you already know, and you 

won’t be creative. By definition, creativity requires a period of not knowing and discovery or 

“finding.” In this gap, there might be too many possibilities and directions to decide, or no new 

ideas, or utter confusion, or some other variation of not knowing. But this gap allows for new 

connections, ideas, or clarity to dawn. When that happens, convergence begins. 

Let’s do a high level walk through of how you’ll use those phase to build your vision. First, we’ll 

explain each phase conceptually. 

A Creative Process in 
Three Stages

The simplest kind of creative process looks like this:

DIVERGENCE EMERGENCE

time

start finishCONVERGENCE
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Here’s what these stages mean.

Divergence

When you run the exercise on page 15, begin with a blank slate. The first stage is to gather 

ideas, observations, insights, and any other relevant information that arises when you do 

the exercise. You’ll capture these elements on post-it notes, as many as you need, without 

drawing any conclusions. The first stage is divergent because it begins with nothing (the 

point on the left) and opens widely to include all manner of possibilities (the diverging 

lines). This stage broadens into a messy jumble of data, perspectives, and ideas that may 

or may not ultimately inform the vision. Be aware that the sheer amount of information can 

be overwhelming and confusing, but you need to keep diverging — continue gathering 

information — without trying to shortcut or jump prematurely to conclusions or answers.

Emergence (“The Gap”) 

As you go, things can get messy and confusing, even overwhelmingly complex. At a 

certain point, you’ll have a huge mess of ideas and perspectives before you, and either start 

repeating yourself or find yourself unable to come up with anything new and relevant. At that 

point, you’ll change gears. You have it all on the table, but you haven’t made sense of it yet. 

Instead of looking immediately for the best ideas and “winners,” it’s a good idea to let things 

percolate a bit. Classically, this is where the artists, entrepreneurs, scientists, and others who 

think of “the next big thing” take a break. They “sleep on it,” or take a walk, or watch a movie. 

This allows for time and space for reflection, productive mind-wandering, and the benefits of 

not thinking about it all for a while, then thinking about it again. 

This is “the gap.” It’s a gap because it’s the unknown — you’ve left behind what you know, but 

you’re not yet decided about where to go. The high degree of uncertainty can trigger all kinds 

of behaviors and reactions, for example anxiety, fear, irritation — but don’t panic! Stay with 

the uncertainty and you will gradually piece together the fundamentals that will comprise 

your vision. Practice not giving into the anxiety and leap across the gap too soon. Stay with 

the emergence, the discovery, the finding your way forward. Don’t move too fast towards 

conclusions or solutions in this phase.
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Convergence

The convergent phase begins as patterns begin to emerge. Broadening sufficiently in the 

“Divergent” phase and allowing more perspectives to sink in during the “Gap” will open up 

everyone’s thinking. As you go, you will naturally start to connect more dots and see things 

from new angles. As this happens, start looking for a new “whole” — elements or even a 

composite picture of the new vision. As you begin this phase, you might have a hunch or 

a “sense” that something new and whole is possible — just under the surface, so to speak, 

about to reveal itself. That’s what you’re looking for: some ideas stand out, others fall back, 

and soon, the best ideas and completely new perspectives start to shine. Constructive debate 

and conversation help narrow, select, edit, and synthesize. You’re looking for synthesis and 

essence without losing richness, outlying and important ideas, and unconventional brilliance. 

We’ll give you tips to get the most of this phase so you don’t lose the gems. 

When you begin to converge, you may discover that what you had originally imagined has 

gone through a metamorphosis. It may look a little different, or it may look radically different. 

If it does, that’s great! You’ve come to something completely unexpected — you’ve made a 

discovery. 

The outcome of the process, if you’ve really allowed for enough divergence and stretched 

to find new insights in the gap, will be stronger, more connected to reality, more robust, and 

better informed than it otherwise would have been. This is why artists and other pioneers 

learn to tolerate the uncertainty innate to all creative work: the emptiness there becomes 

fruitful, even if it’s challenging.

Convergence is about both narrowing and emergence: what was once a spectrum of many 

possibilities becomes narrower and narrower, and the end result emerges as a surprise that 

meets the need in unexpected ways. Allow what emerges to emerge; be open to surprises. 

Once you’ve got your vision, how can you use it? Your vision will help guide you — an ideal, an 

aspiration, a mountain top — a North Star. Let’s go there next.
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The creative process is normally used to accomplish a specific goal: an artwork, new prod-

uct development, or in this case, a visioning exercise. But it can also teach us some “rules for 

team building,” growing a business, or even life itself — working and living as a creative jour-

ney. Because much of life, especially as a leader or entrepreneur, is about starting something, 

encountering the gap, and then living in that gap for extended periods of time. The bigger the 

challenges you set yourself, the more this is likely to be true. 

Furthermore, the gap is also the place where you learn about your motives. This is why we 

have talked about values and morality, because the gap can teach you a great deal about 

what your true motive is for doing the work you do. The gap asks you to cast off what is 

self-serving about your vision, and instead to become more rigorous about serving others. 

The gap can be a harsh teacher in this regard, but also this lesson can mean the crucial differ-

ence between creating more of the same, or creating a force for good in the world.

When people use the stars to navigate, they can navigate the twists and turns of a road or 

ocean current while staying true to their general direction. Similarly, your vision can give you 

and your team clear direction while you find your way through the inevitable twists and turns 

of your team or company journey. As a leader, you can’t predict or control many aspects of 

your team or company development, but if your vision shines above all that, it will help you 

stay the course at every step. 

There are many practical implications to this, one of which is that while some things about 

your direction and goals will be crystal clear, other things may need to remain fuzzy. You 

don’t want to hold so firmly to desired outcomes that you can’t let go, pivot, and embrace 

uncertainty (and discovery!) when needed. 

Your Vision Is Your “Inner” North
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One of our clients has a vision for growing her company into a $100 million 

venture that supports people and planet. She did her market research, attracted 

investors, launched her operation, and grew her company to nearly twenty 

employees — and then a state law changed, her main distributor dropped her 

account (resulting in decreased demand and too much inventory), and two of her 

investors threatened to sue. The law then required her to change the location of 

her operations — which she couldn’t afford to do owing to unexpected expenses 

hiring lawyers to help her with the changing laws and her investors. Her reality 

had changed dramatically. She needed to pivot in a major way.

At that point, it was clear that her path was taking a big turn. Having an inspiring 

and wiser vision became crucially important while she explored major shifts in 

strategy, marketing, operations, production, and financing — and questioned 

the viability of her business. Luckily, her vision was based on more than profit 

goals, selling early, and retirement; she wanted to use the reach of her brand 

and marketing in her niche to help change the lives of formerly incarcerated 

individuals, and this vision kept her strong and even sharpened and expanded 

her efforts as she struggled to put out fires and survive the turmoil.

Today, her business is on solid ground. She never departed from her vision 

and her path; she simply had to change tactics again and again in order to 

stay the course. She had to invest in unexpected ways; she had to forge new 

relationships; she had to get creative again and again. Today, her vision is 

strengthened by the experience, and her business continues to grow. 

Your North Star will help you stay on track — but as you pursue your vision, don’t let it lock 

you into a predetermined outcome or a fixed path. You’ll start with an idea or a sketch of what 

you want to create, but you can be 100% certain that the path you take will be full of surprises. 

Don’t let that discourage you! TeamWiser will help you navigate the gaps of uncertainty and 

doubt that are part of pursuing any ambitious vision.  

A True Story About the Power of Inner Direction
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Here are the materials and time you will need for the Visioning exercise:

  

• Post-it notes — lots of them

• Bullet nib or fine point (not “very fine”) sharpie markers, one for each participant

• Journals and writing pens or pencils, one set for each participant

• A large wall or window that gives you plenty of room for sticking the post-it notes

• Enough time! You’ll need at least two or preferably three hours for this exercise. 

• Flipchart or whiteboard and markers. 

Before You Begin
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The Visioning Exercise

Warm Up - Optional Mindfulness Exercise

We’ve found it helpful to begin a visioning exercise with a bit of mental space and silence. This 

helps people arrive, let go of the day’s events or pressures, and be fully present. Encourage 

people to become present. 

If it doesn’t seem the right moment for a mindfulness exercise, you can skip this step. But if it 

does, one minute of silence usually does the trick, or you can use your own quick mindfulness 

exercise, if you have one. You can also use this one, which works very well. 

The “Clear Water” Exercise

• Imagine a glass jar with sandy, muddy water that has just been stirred.   

• Gradually, the dirt and sand begin to settle.  They settle into the bottom of the 

container, leaving only clear water.  Let the water be still, cool, and absolutely clear.  

Light fills the clear water.

• Now, remove the dirt and sand, leaving only clear water. The water is absolutely and 

perfectly clear. Only water and sunlight fill the jar. 

• You are the clear water. The dirt and sand have settled and have been removed, 

leaving only sunlit, perfectly clear water. Hold this image in your mind for a minute or 

two. 

• When you’re ready, let go of the images and come back to the present moment. 

You’re now ready to begin.

continued...
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Step One - Essential Questions

The exercise begins with a writing task to get people thinking a bit before they speak. In general, 

this improves the quality and efficiency of the conversation that follows, as people can bring their 

thoughts to mind and process them a bit before launching into conversation.

To kick off the exercise, write these four questions on a whiteboard or flipchart for everyone to 

see:

• What do we want our team or company to achieve in [insert time frame]?

• How are we achieving this?

• Why are we doing this? For whom?

• Who do we need to be in order to achieve this?

The What question emphasizes what you want to achieve, not what you can achieve. There is 

a big difference! The How question is there to help you ground your vision in reality, not to force 

you to plan every step. Why is about the larger and inspiring meaning of your work. And Who 

asks you to think about your personal leadership development. The four questions of What, How, 

Why, and Who provide a powerful framework for asking the essential questions your team needs 

to answer in creating a Wise Vision.

Next, ask your team to write their thoughts, reflections, ideas, and further questions in their 

journal. Here’s the instruction. 

In your journal, write your ideas about the vision you have for the 

company’s or team’s service. Whatever you write is private; you’ll share 

only what you want to share. Write as much as you want; don’t edit 

— just let the ideas pour onto the page. This is your time to bring your 

thoughts to mind and clarify them. 

Feel free to adapt our 

instructions to your 

own voice and words.
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You may want to provide some journaling questions to help people get started. You 

can write these on a flip chart or print them and pass them around. These questions are 

mostly about impact and contribution, but you might think of others in addition — finan-

cial goals, timeframes, number of staff or offices or clients, etc. Have participants write in 

their journals for about 10 - 20 minutes, no longer. It doesn’t need to be exhaustive; the 

idea here is to get the creative juices flowing.

• What impact do you dream of having in the world?

• Can this team/ business/ project help you realize that contribution? 

How so? 

• What should your team be contributing to those whom you serve? 

What should your team or company be contributing to the world? 

• How might your customers or beneficiaries respond to this vision? 

• If it were realized, what benefits would your vision deliver to your 

customers or beneficiaries? How would their lives change?

• What problems or pains are you addressing? For what pain do you 

have a solution? How would you heal that pain?

• What values do you have that will inform and shape this vision? 

• Who do you need to be as individuals, as leaders, as pioneers, 

and as a team, in order to accomplish your vision? What personal, 

leadership, or other kinds of growth and learning will be essential 

or important?

• How will you accomplish your vision? Can you see the first step or 

steps? Do you think it’s feasible? What will you need to discover 

and figure out along the way? 
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Step Two - Generate Ideas

Pass out post-it notes and sharpies to all participants. Each participant needs a half-inch stack 

of post-its (more or less) so everyone has plenty. 

Here’s the instruction.

Looking at your notes, take a moment to notice what you’d like to share. We’re 

going to write our ideas on these post-it notes.

 

• One idea per post-it. Don’t do bullet points; just use more post-its. We will organize 

the ideas later so make sure there is only one idea per note.

• One sentence per idea. Keep it as succinct as you possibly can; avoid lengthy 

explanations. If it’s a complex idea, just give us enough to talk about. We’re going 

to have conversation. Get the gist of the idea in one sentence. 

More post-it note tips:

• Use capital letters. And write with the sharpie so everyone can read your idea from a 

distance. Write as neatly as you can. Don’t use ballpoint pen or pencil. 

• Be specific. If your idea is general (“success”), define it as something that others can 

imagine vividly (“profitable in Y3” or “$X revenues by Y5”). The more specific you can 

be, the better. Thinking in specifics will greatly help you and your team get specific, 

valuable, compelling results.

• Use as many post-it notes as you want. As you do this, you may find more ideas 

coming up than you initially captured in your journaling exercise. This is fine! More is 

better; we will edit later.

Typically, this step requires about 10 or 15 minutes. If people have a lot to say, that’s fine. In our 

experience, some people have a few good ideas; others have a ton of ideas, some of which 

are variations on a theme. It’s all good.
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Step Three - Share Ideas 

The next step is to stick the post-it notes onto the board. The best way to do this is to go one 

person at a time. 

Here’s the instruction:

One at a time, go to the board and read each note out loud to 

the group. We’re going to do this WITHOUT explaining each note. 

Just read the note and stick it on the board. There is no particular 

order; just stick them wherever there’s room.

As you read the note, it’s fine for others to ask brief clarifying questions. There can be minor 

changes to notes if that helps clarify their meaning. But keep it brief and keep it moving; this 

isn’t yet the time to discuss at length.

It might seem counterproductive to defer explanations, but we’ve found that it saves a bunch 

of time to simply read them and clarify any questions later. Explaining each note as you go 

will waste a bunch of time.

This step is the end of the Divergent phase and the beginning of the Emergent phase — a step 

into uncertainty, discovery, and exploration.
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Step Four - Reflect on What You See

As a group, stand back and look at them all. Take in the view. 

Here’s the instruction:

• Let’s all position ourselves to see the notes on the board (people 

may have to change their position). 

• Let’s take a moment and reflect. What do you see? What are we 

seeing? Let people take it all in. They can ask clarifying questions at 

this point, if necessary.

• Consider asking a few questions. What do you find striking, 

surprising, moving, or inspiring? What do you find alarming? What 

ideas raise a concern for you?  What is becoming clear?

The idea is just to surface these reflections, not to elaborate or resolve them. Ask each other 

questions and get into some discussion, but keep your discussions brief. Your objective is to 

get a shared sense for all the thinking in the room. Remember, this is the “Gap” between lay-

ing out a bunch of ideas and perspectives (the Divergent Phase) and making sense of them 

(the Convergent Phase). In this phase, take special care to steer people away from drawing 

conclusions, problem solving, solution finding, planning, and going down rabbit holes. Syn-

thesis will come later; first, let your minds wander through and around the many ideas, as if 

you’re touring a new town, museum, or curiosity. You want to see the whole and the parts. 

Dwell in the richness without converging or trying to make sense of it all — yet. 

continued...
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• What else is important to say that hasn’t been said? Are 

there any observations or is there anything to acknowledge 

that isn’t here yet? 

• What needs* do we have, personally or as a team, that we 

still need to surface and acknowledge? 

• What needs in the world do we still need to acknowledge? 

Who are we really serving, with what contribution?

If you think there’s not enough richness in the thinking, you may want to 

prod the group to go a bit deeper and further in their thinking. Here are 

some helpful questions to provoke additional reflection: 

*Think of needs as a good thing — a need for success, recognition, contribution, meaning, and 

so on. For more about what we mean by “needs,” please see the section in Module Three, Wiser 

Communication, on how to acknowledge the positive needs that shape behavior and culture. 
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Step Five - Cluster

The next step is to look for patterns, similarities, and themes. This search begins the 

Convergent phase. Here’s what you do:

Cluster the post-it notes based on themes, similarities, patterns, or whatever you think make 

useful groupings. You can do this as a whole team if you’re a small group, but if you’re more 

than five, get a small group of people to cluster the notes while the others take a break. 

Clustering the ideas allows everyone to see the broad areas that are important to everyone, 

for example “stakeholder value,” “sustainability,” “profits,” “belonging.” In general, you want the 

individual ideas to be very specific, and the themes to be rather broad.

Then, using a single post-it note of a different color(!), post the cluster’s name within the 

group. Organize and separate the post-its so you can see clusters clearly as you all stand 

back from the wall. You should have something like this, but with a lot more post-its:

Ideally, you’ll have between five to eight clusters. Two is too few; twelve is probably 

too many. Large clusters (15, 20, or more notes) can often be divided into separate 

clusters. Small clusters might collapse together, clustering the clusters, so to speak. 

If a post-it note belongs in more than one cluster, simply write the same idea on 

another note.

As you cluster, look for areas of agreement and areas of disagreement. Make a note to 

discuss these in the next step.
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Step Six - Make Sense of Your Vision

It’s now time to have a “sense-making” conversation. Now that a rich picture is beginning to 

emerge, look back at the list on pages 6 and 7 to make sure your vision satisfies the criteria 

that are relevant to your work. Ask the group some or all of the following questions. This is an 

open conversation, but try to build on each other’s ideas. 

Have someone scribe the spoken responses to these questions on a flip chart. The person 

scribing should try to capture the essence of the speaker’s response in their own words, if 

possible; this way you avoid the messiness of misinterpretation. Take your time; this is a key 

step. You could easily end up with two, three, or more pages of responses here.

• Is there a picture or a wholeness emerging here? 

• What are we seeing? What’s becoming clear to us? 

• What do we think is emerging here? 

• Is there anything missing? Does our vision meet our criteria?

• What comes up in you when you look at it? General impressions, 

feelings, levels of satisfaction, things that surprise or alarm you, 

ideas that jump to mind, reflections, questions, etc. Questions 

are great, especially if they have no answers: they keep people 

thinking and engaged. Answers will come!

• Where do we see a lack of alignment?  Do we see a lack of 

alignment in philosophy, political views, culture, or ideology? 

How can our diversity of views be harnessed, instead of being a 

problem? What is the opportunity here?

• How can we perceive the needs of those we serve to understand 

more of what’s needed of us? Can this help us resolve any lack 

of alignment?



24

TeamWiser | Module One

WISER VISIONING   

This written list of observations will help you synthesize the vision and, later, to produce 

whatever marketing collateral or other outputs you may need.

Incidentally, the conversations here can be a bit more wandering and explorative. Guide 

the group in searching and hunting for clarity and convergence. Take your time. Clarity is 

emerging; it won’t necessarily arrive all at once. It is often a gradual process in which things 

become clear. When clarity emerges, write it down, and continue looking for new insights.

Step Seven - Finalize and Follow Through

As a final step, revisit the concept of your North Star. Is there a North Star emerging? What are 

its essential elements? In addition, identify any areas of further exploration and conversation 

needed and add them to the agenda for your next meeting — hopefully an awesome one as 

we describe in the next module, Wiser Meetings. 

As you come to a close, designate a person or small group to distill the vision to a single 

sentence or two. This can serve as a starting point for whoever uses the vision to develop any 

final “outputs” you may want: a vision statement slide deck, series of posters, or something 

else. Go share your vision!
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We’d love to hear about your experiences with this exercise! If you need any help with it, or 

have any questions, please fill out this form and we’ll get back to you right away. And while 

you are at it, leave us your feedback too! Help us improve this Module. 

Next up, Module Two, Wiser Meetings — How to Design and Run Awesome Meetings. Knowing 

how to prepare for and facilitate meetings is an essential skillset for every team member. With 

Wiser Meetings, you’ll never endure another horrible meeting again.

End of Module One: Wiser Visioning

https://docs.google.com/forms/d/e/1FAIpQLSdU1PxrPzXJhMD4vWFUGfPo03dycK8RIqHCvP8Q7_Q5hNc-QQ/viewform
https://docs.google.com/forms/d/e/1FAIpQLSdU1PxrPzXJhMD4vWFUGfPo03dycK8RIqHCvP8Q7_Q5hNc-QQ/viewform

