
MODULE 4
Part 1 –

Creating Organizational Vision and 
Inspiring Stakeholders



Why are you here today?



“If you think you're leading 
and no one is following you, 
then you're only taking a 
walk.”

--African Proverb



Fast Chat: Personal Leadership Vision

•Why has it been important for you to develop a 
personal vision?

•What have you been thinking, talking, doing with 
it? 



Go Big or Go Home!

“There is no safe way to be great.”
-- Bob Anderson



Fast Chat: Intention Setting

•Who do you want to be today? Set an intention and 
share it with the person next to you
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“The only thing worse than being blind is 
having sight, but no vision.”

-- Helen Keller



Organizing principle that answers:

• What are we bringing into being?
• What might it be at its best?
• What might the outcomes be?

What is Vision?

Leaders bring vision into reality 
by creating it



Vision vs. Mission

This is the DREAMING piece. 

If everything goes right, this is how your 
organization will have changed the world.

Vision Mission

This is the DOING piece.

This states who you serve, what you serve 
them, and how you do it every single day.

• LinkedIn - To create economic opportunity for 
every member of the global workforce.

• Amazon.com – “To be Earth’s most customer-
centric company, where customers can find and 
discover anything they might want to buy 
online.”

• Zappos.com - “Delivering happiness to 
customers, employees, and vendors.”

• LinkedIn - To connect the world’s professionals to 
make them more productive and successful.

• Amazon.com – “We strive to offer our customers 
the lowest possible prices, the best available 
selection, and the utmost convenience.”

• Zappos.com - “Provide the best customer service 
possible. Deliver WOW through service.”



Why is Vision Important?
“One day, Alice came to a fork in the road and saw a Cheshire cat in a tree. ‘Which 
road do I take?’ she asked. ‘Where do you want to go?’ was his response. ‘I don’t 

know,’ Alice answered. ‘Then,’ said the cat, ‘it doesn’t matter.’”
--Alice in Wonderland, Lewis Carroll

• Rallies us around outcomes that matter
• Builds trust
• Creates unity
• Promotes collaboration
• Increases communication
• Brings clarity around decision making
• Focuses what needs to get done



Group Fast Chat: Leaders with Vision – Your Experience

•Discuss the impact of working with a leader who 
provided a clear vision and one who did not
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Outcome-Creating
“Playing to Win”

Purpose
Vision

PassionAction

“An organization that is unclear about its aspirations often lets its 
reactions to prevailing circumstances guide its direction.”

--Robert Fritz, Structural Dynamics Expert

Policeman or Partner? It’s Your Choice



Group Fast Chat: Maintaining an Outcome-Creating 
Mindset

•How often are you reacting to problems versus 
driving toward vision? 

•What is the impact of that on you physically, 
mentally, emotionally, spiritually?

•Can you think of one opportunity where a mindset 
shift from problem-reacting to outcome-creating 
might be useful?



HOW DOES SHARED VISION 
EMERGE?

“What do I want to create?” becomes 
“What do we want to create?”



Shared Vision

No Vision Imposed Vision Shared Vision
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Vision Alignment

Organization

Department

Team

Individual



A Picture’s Worth a Thousand Words

“There is in us something wiser than our head”
-- Arthur Schopenhauer, Philosopher



Exercise: Visual Explorer

Purpose
Imagine the vision for 

your department

Steps
1. Imagine the desired future of the legal affairs  
department. 
2. Select image that represents that future
3.Walk back to image gallery and select an 
image that represents today/current state
4. Discussion (10 min):

Partner 1: Share…
• Future state image & what it represents.
• Current state image and what it represents. 
• What needs to change to achieve your vision.
• How does this image of your desired future fit 

into the organization’s vision.
Partner 2: Listen, ask questions to deepen 
thinking.

5. Switch roles (10 min).

Time
30 minutes total



Group Fast Chat: Visual Explorer Debrief

•Did you envision anything different in your future?

•What’s important about this exercise? 

•What do you want to remember?



• Inspirational

• Imaginable 

• Aspirational

• Desirable 

• Focused 

• Flexible

• Communicable

Effective Vision Statements Are…

“If you want to build a ship, don’t drum up the men to gather wood, divide the work up 
and give orders. Instead, teach them to yearn for the vast and endless sea.” 

--Antoine De Saint-Exupery



1. Consider your department’s…
• Role
• Reach/Access
• Perspective
• Relationships
• Business knowledge

What outcomes can your department create as 
a results of these levers?

2. What would an article profiling your 
department say about your accomplishments?

3. Ask yourself what would be different if the 
department achieved great success?

Access Points to Vision

Outcomes



Vision
Paving the Path to Patient Possibilities

Vision Outcomes
We are proactive and strategic business enablers, 
helping the company find creative solutions for better 
health worldwide. 

We keep patients at the center of all we do. 

We collaborate and share our passion and knowledge of 
the law to contextualize problems, balance risk and 
generate possibility.

Legal Affairs 
Department of a 
Pharmaceutical 

Company



Vision
We are the source of ethical decision making, process 
innovation and employee satisfaction in our company.

Vision Outcomes
We are the gold standard of in-house counsel. Our people 
are closely connected to the clients we serve. As such, we 
understand how the business works. 

We break down complex issues and provide strategic, 
creative solutions that help clients make decisions that move 
the business forward, while minimizing risk.

We create processes that save the company money and help 
get deals done more effectively and efficiently.

We take pride in supporting the gainful employment of our 
team. As such, our retention rates are high and we have a 
reputation in the market as a great place to work.

Legal Department
of a Metals and Mining 

Company



Vision
We are the bold, driving force of strategy, sustainable 
growth and evolution in our firm. 

Vision Outcomes
We generate ideas, insights, and impact.

Clients are omni-present in our organization; they are 
the starting point for everything we do and their needs 
are understood.

We are a collective; stakeholders know our brand, what 
we stand for, and appreciate our value.

Our clients leverage our insights for their own enterprise 
success.

We are resilient.

Business Development 
and Marketing Division 

of a Global Law Firm



Exercise: Vision Statement, Page 1 - 4

Purpose
Begin to draft a vision 
statement and desired 

outcomes for your 
department

Steps
1.Write down your organization’s vision 
statement.
2.On your own, review the Vision Statement 
exercise and reflect on desired outcomes.
3.Draft a one or two sentence department or 
division vision statement AND a list of desired 
outcomes. (10 min)
4.Discuss/flesh out your answers with your 
partners. (10 min pp)

NOTE: there are prompts to help you brainstorm. You 
do NOT have to complete them.

Time
40 minutes total



Fast Chat: What’s Next

•What new opportunities opened up for you out of 
this exercise?

•How will you take this back to your department?



MODULE 4
Part 2 –

Leading and Managing Change



CHANGE MANAGEMENT +
CHANGE LEADERSHIP



Change Leadership + Change Management

What are we 
setting out to do?

How do we deliver 
results?

How do we make 
it happen?

What are the 
outcomes?

§ Establishing Direction
Developing a vision and strategies to 
achieve that vision; setting high but 
reasonable standards

§ Planning & Budgeting
Establishing detailed steps and 
timetables and allocating resources

§ Aligning People
Communicating direction to influence 
creation of teams and coalitions that 
understand vision and strategy

§ Organizing & Staffing
Establishing a structure to achieve 
the plan; delegating authority and 
providing policies and processes

§ Producing Change
Often to a dramatic degree, such as 
cultivating new services and new 
approaches

§ Producing Predictability & Order
Consistently achieving budgets and 
targets

§ Motivating, Mentoring, Inspiring
Energizing people to develop and 
overcome barriers to change

§ Controlling and Problem Solving
Monitoring and organizing

Source: Based on materials in John Kotter’s “What Leaders 
Really Do,” Harvard Business Review 2001

Change Leadership concerns the 
driving forces, visions and processes 
that fuel large-scale transformation

Change Management is a set of 
tools or structures intended to keep 
any change effort under control



From Change Management to Change Leadership: 
A Mindset Shift

Attempts to Control Attempts to Unleash

Past and Fear-Based Futuristic and Optimistic

Overcome Resistance Energize Creativity



Assess
Reality

Define
the

Future
Reduce 

Resistance

Leverage 
Leadership

Build Structural
Influence

Apply Personal
Influence

Clarify the Change
Forces Toward Change Forces Against Change

John Kotter, Konosuke Matsushita Professor of 
Leadership, Emeritus, at the Harvard Business 
School, a New York Times best-selling author, 
the founder of Kotter International

Kurt Lewin, one of the modern pioneers of 
social, organizational, and applied psychology 
in the United States (group dynamics, org 
development)

Daryl Connor, Consultant and author of 
Managing at the Speed of Change

David Rock, Director of the NeuroLeadership 
Institute and author of Your Brain at Work

Richard Thaler, Professor of Behavioral Science 
and Economics at the University of Chicago 
Booth School of Business and author of 
Misbehaving: The Making of Behavioral 
Economics

Heather Stagle, CEO, Enclaria and author of 
Influence Change at Work Toolkit

© 2017 Enclaria LLC Influence Change at Work™ Toolkit 

Influence Change at Work ModelTM
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DEFINE THE 
FUTURE
• Build guiding team
• Clarify and align on 

vision
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Influence Change at Work Model TM



YOU ARE HERE
What stays, what goes? Why Now?

ASSESS
REALITY



Navigating the Personal Experience of Change



Fast Chat: How do you manage creative tension?

•Which pole may you be likely to drop: letting go of 
the vision or misleading yourself about how things 
really are?



Navigating the Personal Experience of Change

CURRENT STATE

Anticipation
Curiosity

Confusion
Apathy

Skepticism

Weighing 
Positives & 
Negatives

Pr
od

uc
tiv

ity

Stages

Impatience
Acceptance
Creativity

Enthusiasm
Energy
Hope

FUTURE STATE



Assess
Reality

Define
the

Future
Reduce 

Resistance

Leverage 
Leadership

Build Structural
Influence

Apply Personal
Influence

Clarify the Change
Forces Toward Change Forces Against Change

Influence Change at Work Model TM



CLARIFY THE CHANGE

Current
State

Future
State

TRANSITION

TRANSITION

TRANSITION

TRANSITION

TRANSITION



BEFORE & AFTER
CHART



Metals and Mining Company Legal Department

We are the source of ethical decision making, process innovation and 
employee satisfaction in our company.

• Viewed as gold standard
• Reliable, loyal partners to business leaders
• “Rock solid” relationships 
• “Invited to the table,” business-oriented, systems perspective
• “One-Page Thinking,” efficient 
• Strategic, creative solutions
• Gainful employment of team, opportunities to contribute meaningfully



Before & After Chart Example
Legal Department at a Metals and Mining Company

From Transition To

Everyone works in silos; we are unable to 
locate a contract or term quickly

There is contract standardization; we 
efficiently locate contracts and terms

We walk through each detail We topline our thinking in a 1-page visual

Clients bring us into matters too late Clients value our input and include us early

Process

We help the company survive/fight fires; 
We are a cost center

We help the company thrive; 
we are thought leaders contributing to 

organizational growth

Mindset

We are in the weeds and focus on each 
client separately

We proactively take a systems view and map 
enterprise risk to manage it 

We stick to status quo We increase productivity by utilizing tech 
and evolving management practices

We micromanage We develop our people to rise to the 
challenge 

We lay people off to cut costs We have continuity on our team and 
influence others to see the value of doing soOrg Structure

Talent Dev

Procedure

Mindset

Mindset

Processes 



Exercise: Before & After Chart – Page 5,6

Purpose
To identify the key 
change transitions 

necessary for 
achieving the 

outcomes you seek (as 
represented in your 

vision)

Steps
1.Consider the change transitions you might 
need to make to help you move from your 
current reality to your desired reality
2.Fill in the From and To section and then 
label the change theme (Transition section) 
(10 min)
3.Share your answers with your partner (5 
min)
4.Switch (5 min)

Time
20 minutes total



Fast Chat: Transitions

•What did you take away from doing this exercise? 
How is clarifying the change going to be helpful in 
your change journey?

•What action step might you take as a result of this 
exercise?



Stakeholders
Any group or individual who 
can affect or is affected by the 
achievement of the 
organization’s change objective



Stakeholder Map, Page 7 

1

Primary Players - Provide inputs, do the work, use outputs, and/or are most affected by the outcome

2

Supporters - Manage, fund, regulate and/or support the work

3

Observers - See the work or do similar work

From: To:



Stakeholder Map Example
Legal Department at a Metals and Mining Company

1

Primary Players - Provide inputs, do the work, use outputs, and/or are most affected by the outcome

2

Supporters - Manage, fund, regulate and/or support the work

3

Observers - See the work or do similar work

From:
Everyone is working in silos; we’re unable 
to locate a contract or term quickly To:

There is contract standardization; we  
efficiently locate contracts and terms

Process



Stakeholder Map Example
Legal Department at a Metals and Mining Company

1

Level 1 Impact Zone: Primary Players - Provide inputs, do the work, use outputs, and/or are most affected 
by the outcome
• In-House Attorneys
• Internal Clients/Business Leaders
• Business Team Members

• Outside Counsel
• External Clients & their Attorneys

2

Level 2 Impact Zone: Supporters - Manage, fund, regulate and/or support the work

• Business and Legal Leaders
• Finance Department
• Compliance
• Internal Audit
• External Regulators
• Legislators

• Software Vendors
• Admin
• Information Technology
• Paralegals
• Project Managers
• Operations

3

Level 3 Impact Zone: Observers - See the work or do similar work

• Support Departments (HR, Finance)
• Others (wondering if they will be subject to 

standardization as well)

• Other Legal/Regulatory Departments

From:
Everyone is working in silos; we’re unable 
to locate a contract or term quickly To:

There is contract standardization; we  
efficiently locate contracts and terms

Processes & 
Procedures



Stakeholder Impact Example, Page 8
Legal Department at a Metals and Mining Company

Impacted BY the 
Change 

What will change? What do they stand to lose or gain; what values or loyalties might be confronted or supported?

Impact ON the 
Change? 

What happens if they don’t participate; how can they affect the outcome; what’s their role?

Supporting 
Factors?

What will help them move forward: teamwork, culture, can do the job, existing assets?

Influencers Who and what influences this group?

Know, do and 
believe?

Know: 
Do:
Believe: 

From:
Everyone is working in silos; we’re unable 
to locate a contract or term quickly To:

There is contract standardization; we  
efficiently locate contracts and terms

Processes & 
Procedures

Stakeholder Group:  In-house attorneys 



Stakeholder Impact Example
Legal Department at a Metals and Mining Company

Impacted BY the 
Change 

What will change? What do they stand to lose or gain; what values or loyalties might be confronted or supported?
• May initially take more time (to learn a new system, to capture best practices)
• Might have special terms for certain clients that change
• Will have to collaborate more often
• Manage clients who may react negatively to standardization
• Will ultimately save time (clients can pull up standardized docs, less preparation time required)

Impact ON the 
Change? 

What happens if they don’t participate; how can they affect the outcome; what’s their role?
• It only works if they input the data and follow procedures (they can stall the process or not use it at all)
• It can be a colossal waste of time and money if they don’t buy-in

Supporting 
Factors?

What will help them move forward: teamwork, culture, can do the job, existing assets?
• Contract samples already exist
• New technology system
• Executive leadership team supports collaboration

Influencers Who and what influences this group?
• GC
• Clients
• Executive Leadership
• Results

Know, do and 
believe?

• Know: The standardized contract types, how to use the system, when to use a different format, decision making 
parameters

• Do: Use the system, influence clients and other attorneys to use the system
• Believe: The benefits of standardization (time savings, empowered clients, more time to focus elsewhere, etc.)

From:
Everyone is working in silos; we’re unable 
to locate a contract or term quickly To:

There is contract standardization; we  
efficiently locate contracts and terms

Stakeholder Group:  In-house attorneys 

Processes & 
Procedures



Exercise: Identify Stakeholders & Impact – Page 6

Purpose
Identify your 

stakeholders and the 
impact of the change 

on them

Steps
1. At the top of the page, write down one 

change transition that you identified in 
the Before and After exercise

2. Identify the stakeholders who will be 
affected by this change and the impact of 
the change on them (10)

3. CHOOSE SOMEONE YOU HAVEN’T YET 
SHARED WITH and share your answers 
with him/her and then switch (14 min – 7 
min each)

Time
30 minutes total



Group Fast Chat: Stakeholder Impact Map

•How does knowing this about your stakeholders 
help you plan for change?

•What action will you take next?
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RESISTANCE

Doesn’t exist in the 
absence of your own expectations!



SYMPTOMS OF
RESISTANCE
• Push back
• Backsliding
• Duplication
• Procrastination
• Malicious compliance
• Avoidance
• Going rogue



8 Sources of 
RESISTANCE

Resistance needs to be uncovered 
NOT overcome!



VALID
Concerns

1



Lack of
INFORMATION

2



SKILLS
Deficit

3



Low
MOTIVATION4



No POWER5



FEAR 6



Absence of TRUST

7



Scarce
RESOURCES

8



Navigating Resistance 
Valid Concerns
• Ask: What is the likelihood that the change 

will follow this path?
• Listen and seek to understand
• Address, investigate validity, test 
• Be straight, recognize hardship
• Empathize, address feelings and needs
• Make a change

Lack of Information
•Ask: What might they not know or 
understand?
•Provide more clarity re: direction
•Convey a greater sense of urgency
•Provide evidence that the change will be 
effective
•Ensure clarity around expectations
•Consider new communication methods

Skills Deficit
•Ask: What might they not be able to do?
•Outline the skills required to do the job
•Do a skills assessment
•Identify other people with appropriate skills
•Allow time to practice, learn and improve

Low Motivation
• Ask: What do they prioritize 

over the change initiative?
• Track resource expenditure to 

understand what they value
• Match the change to something 

they care about (WIIFM)
• Address concerns



Navigating Resistance 
No Power
• Ask: Is the leader with authority on board?
• Identify who really has control
• Map power gaps to the source and get the 

right leaders to support the change

Fear
• Ask: What are they avoiding?
• Acknowledge it, shed light on it
• Consider how change may trigger fear (status, certainty, 

autonomy, relatedness, fairness, failure, rejection, 
vulnerability, being wrong, inadequate, irrelevant, 
uncomfortable)

• Reduce the risk
• Reframe it

Absence of Trust
• Ask: Who or what might they doubt?
• Work to restore trust in an individual or 

find someone else to carry the message
• Establish capability and motive (we can 

do it, for the right reasons, reengage in 
vision)

• Look at relatedness, integrity, 
competency

Scarce Resources
• Ask: What may be the constraint?
• Identify the limiting factor
• Check to see if other sources of 

resistance may be in play
• Consider creative alternatives to 

make supporting the initiative 
achievable



PLAN FOR RESISTANCE 
CHART



Exercise: How Would You Handle It?

Purpose
Brainstorm ways to 
mitigate resistance

Steps
1.At your tables answer the following 
questions about the source(s) of resistance 
you are assigned (valid concern, lack of info, 
skills deficit, low motivation, no power, fear, 
absence of trust, scarce resources):
• Think about the transition example. 

How might your source of resistance 
play out?

• How might you handle it?
2.Share your ideas with the group.

Time
15 minutes total



Source Expected Resistance What to Do About It
Valid

Concerns

Information

Skills

Motivation

Plan for Resistance Chart Example
Stakeholder group: Internal Lawyers at a Metals and Mining Company

From:
Everyone is working in silos; 

we’re unable to locate a 
contract or term quickly

To:
There is contract standardization; 

we  efficiently locate contracts and 
terms

Power

Fear

Trust

Resources

Process



Source Expected Resistance What to Do About It
Valid

Concerns
Every contract is different; will the template be 

good enough?
Compare the template to an existing contract and 

point out that it works – proof of concept

Information I didn’t know the proper protocol Reinforce communications multiple times in tangible 
ways and follow up

Skills I don’t know how to use that software system Training; bring in consultants; mobilize talent

Motivation This is going to slow me down Demonstrate long-term efficiency, let’s do a pilot

Plan for Resistance Chart Example
Stakeholder group: Internal Lawyers at a Metals and Mining Company

Power My boss does not support this Follow up with/train leader; leverage political capital

Fear I’m losing my freedom to be creative Free up time to be more creative in other places

Trust How do I know the people creating the 
templates know what they are doing?

Involve them in the process in multiple ways over 
time (no rubber stamping)

Resources When am I going to get my work done! Re-prioritize, delegate; manage expectations re: dip 
in productivity

From:
Everyone is working in silos; 

we’re unable to locate a 
contract or term quickly

To:
There is contract standardization; we  
efficiently locate contracts and termsProcess



Exercise: Plan for Resistance – Page 9

Purpose
To identify potential 
sources of resistance 
towards your change 

initiative.

Steps
1. Write down the change transition you 

selected.
2. Identify a stakeholder (stakeholder 

group) that may resist the change 
initiative.

3. Fill in the expected resistance and 
potential remedies. (10 min)

4. Discuss your top two most likely sources 
of resistance with your partner. (7.5 min)

5. Switch. (7.5)
Time

25 minutes total



Fast Chat: Stakeholder Map

•What did you learn from this exercise?

•Did you identify any resistance you couldn’t 
address?



Assess
Reality

Define
the

Future
Reduce 

Resistance

Leverage 
Leadership

Build Structural
Influence

Apply Personal
Influence

Clarify the Change
Forces Toward Change Forces Against Change

Influence Change at Work Model TM



Leveraging Leadership
Roles and Responsibilities
Leader Change Agent Employees

• Volunteer
• Provide Feedback
• Participate

• Investigate
• Advocate
• Encourage
• Facilitate
• Mediate
• Advise
• Manage

• Sponsor
• Role Model
• Communicate
• Engage
• Hold Accountable



Levers of Influence
•Provide clarity
•Enable progress
•Build trust
•Invite participation 
•Motivate action

Build Structural Influence
•Tools, programs, systems that ensure 
accountability, enable stakeholders 
and pinpoint communication

Personal Influence
•Personal power, authority, expertise, 
relationships, confidence

Influencing Change



Fast Chat: Maintaining Momentum

•What is one thing you will do to maintain the 
momentum of change?



People need to see and feel first, 
and only then will they change by 
doing things differently.

Analysis, charts and thinking do 
not deliver change, people do. 

And people will only deliver 
change if provided good 
leadership.

“We Don’t Want Managers to 
Manage Our Change. 

We Want Leaders to Lead Our 
Progress.”

--Dean Lindsay
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Contact Us

Dana Galin, Founder + CEO
dana@imprintlp.com
www.imprintlp.com

917.679.2162


