
MODULE 4

Part 1:
Creating Organizational Vision 

and Inspiring Stakeholders



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



What is Vision?
It is an organizing principle that 
answers:
• What are we bringing into 

being?
• What might it be at its best?
• What might the outcomes 

be?

Leaders bring vision into reality by creating it

“The only thing worse than being blind is having sight, but no vision.”
-- Helen Keller



Effective Vision 
Statements Are…
• Inspirational
• Imaginable 
• Aspirational
• Desirable 
• Focused 
• Flexible
• Communicable

“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



Pharmaceutical Company 
Legal Department
Vision (What are we bringing into being?)

• Paving the Path to Patient Possibilities 
Vision Outcomes
(What might it be at its best, what are the 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.



Vision (What are we bringing into being?)

• The source of ethical decision making, process innovation and employee 
satisfaction

Vision Outcomes (What might it be at its best, what are the outcomes)

• We are closely connected to the clients we serve and deeply understand 
the business. 

• We break down complex issues and provide strategic, creative solutions 
fostering better business decisions, while minimizing risk.

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

• We support the gainful employment of our team. As such, our retention 
rates are high, and we have a reputation as a great place to work.

Metals and Mining Company Legal Department



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

Provides clarity 
and connection

Necessary for 
sustained change

Gives meaning; 
increases 

engagement and 
motivation
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Breakout • 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?
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How Does Shared Vision Emerge?



Vision 
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Individual



Vision Journaling Exercise



Reflection

Review what you 
wrote, then prepare to 
share the following in 
your breakout session:

• As you think about 
your Department’s 
Leadership Vision, 
what is starting to 
take shape for you?

• What themes do you 
see?

• What do you want to 
continue to explore?



Time for Lunch



Part 2:
Leading and 

Managing Change



Change Leadership vs. Change Management



Change Management + Change Leadership

Vision/inspiration, 
driving forces/ 

motivators, and 
strategies that guide 

and engage people to 
fuel large-scale 
transformation

Coordination of 
people/resources and 

a set of tools or 
structures intended to 

execute and keep 
change efforts under 

control



Change Management + Change Leadership

What are we 
setting out to do?

How do we 
deliver results?

How do we make 
it happen?

What are the 
outcomes?

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

Change Leadership Change Management 

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

Planning & Budgeting
Minimizing risk, 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

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

Controlling and Problem Solving
Monitoring and organizing

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

Producing Predictability & Order
Consistently achieving budgets and 
targets



Reflection
• Reflect on the 

changes of last year
• Think of examples of 

when you or others 
managed and/or led 
change

• At what point did 
change leadership 
become visible (too 
early, too late, right 
on time)?

• What do you now 
know about leading 
and managing 
change that you 
didn’t know before 
Covid?
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Our Focus

• What happens we 
get clear on current 
reality, future 
state/vision and 
changes we have to 
make? 
• What process do 

human beings go 
through while 
navigating change?
• What creates 

resistance to change?



Navigating 
the 
Personal 
Experience 
of Change



Creative Tension Reflection

• Imagine your 
department vision (or 
elements of it)

• Now imagine it gets 
hard, feels unrealistic

• Which pole are you 
likely to drop:
o Letting go of the dream
oBeing untruthful about 

current reality
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SYMPTOMS OF
RESISTANCE

• Push back
• Backsliding
• Duplication
• Procrastination
• Malicious Compliance
• Avoidance
• Going rogue



Sources of Resistance

• Valid Concerns
• Lack of Information
• Skills Deficit
• Low Motivation
• No Power
• Fear
• Absence of Trust
• Scarce Resources



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

Supporting Others Through Change
Stakeholder group: In-house attorneys 

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

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

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

Fear But I’m the expert (status) Communicate the opportunities to apply expertise 
in different ways

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

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)



Supporting Others Through Change



As a Leader…
• Vision matters…a lot

• People need to know where 
you are leading them

• This is a team sport -- If no 
one’s following you, you are 
just taking a walk

• Manage your creative tension

• Put yourself in other people’s 
shoes

• Invest the time to think, feel 
and do to win the minds AND 
hearts of others



Contact Us

Dana Galin, Founder + CEO
dana@imprintlp.com
www.imprintlp.com
917.679.2162

“We don’t want managers to manage our change. We want leaders to lead our progress.”
--Dean Lindsay


