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INTRODUCTION 

WHAT IS A VISION MAP? 

A vision map is a rich illustration that describes 
complex future states, current operating 
environments, or strategic plans on a single, 
placemat-sized piece of paper.  

Content is gathered from a variety of sources, such 
as existing documents, strategic plans, facilitated 
team meetings, graphic recordings, focus groups, 
surveys, and stakeholder interviews. Content is organized using a group process for triaging and categorizing 
information against themes. Themes are linked together to tell a single cohesive story using a visual 
metaphor. 

Vision maps become tools of change management and communication. They iterate based on feedback from 
various stakeholder groups. 

EXAMPLE VISION MAP
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PHASE 1 – DISCOVERY 

 

Discovery is the first phase of designing a vision map. In it, you identify the scope and purpose of the vision 
map, reflect on the strengths you bring, and plan how you’ll gather the ideas you need.   

BEGINNING WITH A BLANK PAGE 

Beginning with the end in mind, decide on the ultimate purpose 
of the vision map. Answer this series of progressive questions:  

 At a high level, what is this vision map about? A future 
vision? An organizational change? A new way of 
operating? A current environment? A shared history? 

 What would a successful vision map achieve?  
 What groups or individuals would benefit from a 

successful vision map, and how would each of them 
benefit?  

 How will the message captured in the vision map benefit the larger organization? 
 What would be the most important message that each group take away? An understanding of some 

kind? A larger effort to get involved with? An action to go do?  

If you’re supporting others, chances are they already have some idea of the story they want to tell. Ask 
appreciative questions1 and practice humble inquiry2. Draw them out3. Use your favorite facilitation 
questions to encourage them to explore as much as they can in this initial discovery session. Mind mapping4, 
as a method of non-linear notetaking, works well to encourage participants to share detail and explore 
different aspects of the purpose. 

  

                                                     
1 For more, research Appreciative Inquiry. 
2 For more, see “Humble Inquiry,” by Edgar Schein. 
3 Drawing People Out is a method from “The Facilitator’s Guide to Participatory Decision Making” by Sam Kaner. 
4 For more on mind mapping, see “Use Both Sides of Your Brain” by Tony Buzan. 
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PLANNING YOUR APPROACH 

Understand the constraints of time and available ideas before 
you begin. Answer: 

 Where are the sources of ideas for the vision map? 
Where are existing, relevant documents?  

 Which stakeholders5 should weigh in on the vision map? 
Consider employees, senior leadership, managers, 
boards, other geographic locations, customers, 
partners, and suppliers. 

 What would be the best way6 for the stakeholders to weigh in? Consider focus groups, interviews, 
surveys, and facilitated sessions. 

 What is the engagement strategy once the first version of the vision map is complete?   
 What are the time constraints on the vision map? Does that impact the number of stakeholders that 

can weigh in, or the amount of ideas you can consider?   
 Who will be your core design team?  

- The core design team is a small, select group of individuals from within the organization that will help 
assess and organize the ideas you capture. The core design team collaborates with you throughout 
the vision map process. They serve as the voice of the customer during design meetings. They are a 
diverse group that represents the organization. They make the decisions about content. They provide 
feedback on the design.  

 Are there any perceived pitfalls or challenges?  

KNOWING YOURSELF 

Reflecting on the results of Beginning with a Blank Page and 
Planning Your Approach, consider the strengths you bring as an 
individual. Vision maps draw on your design skills and your 
expertise from your own field. Your skills on the design side 
inform the method you’ll use to represent ideas and create the 
vision map. Your skills on the expertise side inform the approach 
you’ll use to guide the process.  

What tools do you have in your toolbox? 

Design: 
 Drawing and doodling 
 Microsoft PowerPoint 
 Microsoft Word 
 Sketchnotes or bullet journals 
 iPad or other tablet drawing apps 
 Adobe Photoshop 
 Adobe Illustrator 
 Graphic design 
 Data visualization 
 Other: ____________________ 

Expertise: 
 Group facilitation 
 Management or business consulting 
 Strategic planning 
 Project management 
 Appreciative inquiry 
 Human-centered design 
 Communications 
 Organizational development 
 Systems thinking 
 Other: ____________________ 

                                                     
5 Consider using a Stakeholder Map visual template by the Grove Consultants, or Stakeholder Mapping as described by the LUMA 
Institute’s “Innovating for People.” 
6 For more approaches on how to gather ideas from stakeholders, see Following Footprints in Phase 2, Exploration. 
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PHASE 2 - EXPLORATION 

Exploration is the second phase of designing a vision map in which you gather ideas. The best vision maps 
draw from wide, varied sources of ideas. 

INPUTS TO PHASE 2 

As a result of Phase 1 - Discovery, you will have established the purpose and scope of the vision map, where 
to go for available sources of ideas, the stakeholder groups, who your core design team7 is, and any time, 
information availability, or other constraints. You will also have given though about the skills and expertise 
you bring to the vision map.  

SOURCE DOCUMENTS 

Rarely does a vision map begin with a completely blank slate. 
Chances are, some ideas have been captured that are relevant 
to the vision map. Gather any relevant: 

 

  

                                                     
7 The core design team is defined in Planning Your Approach in Phase 1 - Discovery. 

 Industry articles  
 Studies 
 Websites 
 Project proposals 
 Statements of work 
 Strategic plans 
 Customer feedback 

 Briefings & presentations 
 White papers 
 Reports 
 Survey results 
 Employee feedback 
 Other: _____________ 
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GATHERING NEW IDEAS 

Gathering new ideas from stakeholders is important to gain their engagement. Choose the best means based 
on the specific needs of each stakeholder group.  

 STAKEHOLDER INTERVIEWS 

For one, two, or three stakeholders at a time. Create a 
question guide with the help of the core design team, but 
allow the conversation to flow naturally and diverge into 
areas that interest the interviewees. Trust that what they 
share is relevant to the vision map, from their perspective. 
Sketchnote or graphic record the interview. 

- PROS: Can provide most candid comments. Can be a 
first step to engage interviewees in what comes next. 

- CONS: Must establish trust and affirm non-attribution at the beginning. May take time to coordinate 
and complete interviews. 
 

 FOCUS GROUPS 

For groups of four to sixteen stakeholders at a time. As 
with stakeholder interviews, create a question guide, but 
allow the conversation to flow. Sketchnote or graphic 
record the focus groups. 

- PROS: Brings in many voices at once. Provides for 
constructive conversation, building on each other’s’ 
ideas 

- CONS: Risk of group think. Risk of production 
blocking, social loafing, or judgment apprehension. 

 

 SURVEYS 

A targeted survey with a small number of open-ended 
questions that require written responses is more helpful to 
designing a vision map than quantitative or scaled questions. 

- PROS: Scales easily. Cost effective.  
- CONS: Can limit the amount and quality of responses. 

Can big ignored. Can disproportionally highlight negative 
opinions. 
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 VISUAL TEMPLATES 

Design large format visuals to capture ideas pertaining to 
specific themes relevant to the vision map. A visual template 
can serve as a prototype for the vision map itself. Can be 
used during focus groups and stakeholder interviews. 

- PROS: Serves as a container for the conversation, 
showing participants what information you’re looking 
for.  

- CONS: Takes time to prepare and design. Need to 
capture content outside the flow of the template.  

 

 MIND MAPPING 

Capture information from interviews or focus groups using 
mind mapping8. If you’ll be conducting a series of interviews 
or focus groups, consider adding each group’s new ideas to 
the same persistent mind map, allowing time for each group 
to review the prior groups’ ideas. Can be used during focus 
groups and stakeholder interviews. 

- PROS: Provides a non-linear, unconstrained means of 
capturing ideas. Requires little preparation. 

- CONS: A persistent mind map may constrain flow of new ideas. Give thought to how to maintain 
non-attribution using a persistent mind map. 

 

 ENDLESS WHITESPACE9 

Consider providing a dedicated space to capture and view 
relevant content. Hang a large sheet of paper on an empty 
wall that won’t be disturbed for the duration of designing the 
vision map. Ask the core design team and other participating 
stakeholders to post clippings, notes, stickies, drawings, photos, articles, or any other paper product 
they believe to be relevant. Encourage people to post whenever they find something interesting. 
Schedule gallery walks for the core design team to peruse how the content has changed. The purpose 
of endless whitespace is to bring new content, foster divergent thinking, and keep the ideas fresh.  

- PROS: Provides an unstructured, open source of new ideas. 
- CONS: Requires a dedicated space.  

  

                                                     
8 For more on mind mapping, see “Use Both Sides of Your Brain” by Tony Buzan. 
9 For more on Endless Whitespace, see “Visioneering Cards” by OGSystems 
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PHASE 3 - PATHFINDING 

Pathfinding is the third phase of designing a vision map, in which you assess and organize content. In it, you 
lay out all the content you gathered in Phase 2 - Exploration. You facilitate sessions to select and categorize 
the most relevant information. Finally, you link those categories together to tell a story. Pathfinding should 
take place over the course of a day-long, facilitated event with the core design team10.  

INPUTS TO PHASE 3 

As a result of Phase 2 - Exploration, you will have gathered all relevant content for the vision map from 
existing documentation, stakeholder interviews, focus groups, surveys, visual templates, mind mapping, and 
endless whitespace. You don’t need to have a deep understanding of the content: that responsibility will be 
shared by the core design team.  

HOSTING 

As with any facilitation, Pathfinding should begin with an agenda 
and introductions. It should include meeting principles, 
energizers, and regular breaks. This event can also include 
agenda items to help kick-off the core design team. Find an area 
with plenty of table space to spread out the ideas you gathered 
in Phase 2 – Exploration, and plenty of wall space to hang paper 
charts.  

Here is a simple invitation to a Pathfinding event: 

“The most beautiful order is a heap of sweepings piled up at random.” - Heraclitus 

To organize the breadth of ideas of the vision map, we will be holding a one-day working session 
to harvest and group all existing, relevant information. This pathfinding event will be on [date], 
from 8AM to 5PM at [place.]  

                                                     
10 The core design team is defined in Planning Your Approach in Phase 1 - Discovery. 
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Pathfinding is not a meeting! It is a hands-on, working session to find themes across large amounts 
of information. To that end, please prepare as follows: 

- Bring any documents you believe are relevant to the vision map in hardcopy, SINGLE-SIDED. 
These could be PowerPoint presentations, reports, or anything you believe is relevant to the 
vision map. When in doubt, print it out! 

- There is no A/V in the room. This will not be about briefing or talking across tables, but rather 
organizing and understanding what we know as individuals and as a team. 

- Wear comfy shoes! You will be on your feet for the day. 

- Bring food to share! This will be a fun, sleeves-up, get-'er-done activity. If you have an idea for 
how to contribute to a high-energy, productive atmosphere, please bring it! 

Bring the necessary materials: large paper, scissors, markers, stickies, double-sided tape. Begin the 
Pathfinding event with a welcome and the following analogy: 

“Who here has a garage?” Show of hands. “How might you organize your garage?” The answer 
you’re listening for is something akin to laying everything out on the driveway, throwing some 
things out, and grouping similar items together. “We’re going to do exactly that: lay everything 
out, see what’s important and worth keeping, and from that, see how it groups together.”  

GALLERY WALK 

Spread out all the documentation you’ve gathered and the core 
design team has brought across the tables. Make sure everything 
is single sided with each page laid out side-by-side. Give the team 
just enough time to orient to the where the documents are laid 
out.  

VISUAL TRIAGE11 

Pass out highlighters to each participant and deliver the following 
instructions: 

“It turns out that translating images into meaning is one of 
the fastest processes in the brain. It takes just 13 
milliseconds to recognize an image and react to it. Your 
brain has an amazing ability to quickly scan and find relevant 
information. We’re going to take advantage of that ability. Please take these highlighters, scan all 
the ideas laid out, and highlight what you believe is most important to include in the vision map. 
Take as much time as you need, but I think you’ll be surprised by how quickly you can visually 
triage all this information. But before you start, there’s one principle to keep in mind.” 

                                                     
11 For more on visual triage, see chapter 4 of “The Back of the Napkin” by Dan Roam 
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Draw this picture of an iceberg on a flipchart. Continue with 
these instructions:  

“Think of all the ideas as if they were an iceberg. What we 
have to decide is what’s most important: what is it that rises 
above the waterline. We can’t include all of this in the vision 
map, but we’re not going to get rid of it, either. Like 
organizing the garage, we first have to decide what’s most 
relevant to the vision map.  

“But one thing we’re NOT going to discuss as a group is 
what’s meant by ‘most important.’ That’s a relative term. The reason we’re not going to define 
importance is that it will be different for everyone. Each of you were selected to be a part of the 
core design team because of your experience and discernment. What matters is what’s important 
to YOU, as individuals. Trust your intuition. If it’s important to you, it’s probably important to 
someone else. When you find something important, highlight it.” 

Answer any process questions, then let the team go to work. Check in as needed. If the energy level of the 
individuals drops and they start to spin off into sidebar conversations, it’s time to close visual triage. 

IDENTIFYING THEMES 

When visual triage seems to be coming to a natural close, call 
the group back together for the next set of instructions. Have 
scissors, sticky notes, and markers available for participants. 
Draw a French flag12 on a flipchart and deliver the following 
instructions: 

“I’m going to introduce the next step. If you’d like to 
continue to highlight important ideas, please do so after 
hearing what’s next. We’re again going to use your ability to 
quickly scan visually. We’re going to start to organize the 
most important ideas you’ve highlighted into themes. The 
organizing framework itself isn’t that important. For 
example, in your garage, you could organize by grouping all 
your gardening stuff in one place, your car care stuff in 
another place, and your sports equipment in another place. 
That’s organizing by use. Or, you could put all your boxes in 
one place and your long-handled stuff in another place. 
That’s organizing by shape. Again, the organizing framework 
isn’t that important.  

“What IS important is that the themes we pick are the most obvious. Not the BEST, but the most 
obvious. And that’s because this will be communicated to a lot of people. To demonstrate what 
I mean by obvious (point to the French flag), if I said, ‘Meet me in Paris,’ what exact location 
would you meet me at?” You may get a few variants, but someone will always say Eiffel Tower. 
“Exactly: that’s the most obvious. It’s not the BEST, because the best could be someplace easily 
accessible, like Charles De Gaulle Airport. But it is the most obvious. And that’s important 
because when you’re communicating, clarity is more important than precision.” 

                                                     
12 Hint: the French flag goes blue, white, red.  
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“As you go back over the most important ideas, consider what themes they fall into. Move ideas 
in the same themes close to each other. Use stickies and markers to create theme labels. Use the 
scissors provided if you need to cut up a page to separate ideas that go in different themes.” 

As with visual triage, answer process questions and then let the team work13. Identifying themes produces 
more collaboration and discussion than with visual triage. If the energy level drops and the sidebars pick up, 
it’s time to close identifying themes. 

Themes will naturally emerge from the ideas, but here is a list of themes common to vision maps: 

 Purpose/Why 
 Current state 
 End state 
 Initiatives/timeline/how to get there 
 Benefits 
 Challenges 

 Enablers  
 Vision  
 Success factors 
 Context/environment 
 Stakeholders 
 Next steps/call to action 

 

STORYTELLING 

A good story is what separates vision maps from infographics 
that simply present data. Once themes have been identified and 
the most important ideas have been collected within the themes, 
explain that the next step is to sequence the themes logically to 
create a compelling story. Use any framework for storytelling14 
that you’re most comfortable with. Transfer each theme onto a 
separate sticky and post them on one of the blank wall charts. 
Ask for a volunteer to arrange the themes into a logical order, 
and to tell the story in front of the group1516. Ask for another 
volunteer, and repeat the process. Use your favorite group 
decision making method to select the top sequence and story. 
The story could progress through the themes as simply as A to 
B to C. Or, the themes may have parent-child relationships, such as A, A1, A2, B, B1, B2. The best vision 
maps tell a compelling story that follow a hero’s journey. One example of themes organized into a hero’s 
journey is Overview, Current State, Challenge, Solution, Initiatives, Enablers, Dependencies, and Next Steps. 

  

                                                     
13 Consider using Harrison Owen’s principles of Open Space Technologies with Identifying Themes. 
14 Storytelling frameworks include the Hero’s Journey described by Joseph Campbell, Context-Action-Result from “Lead with a 
Story” by Paul Smith, or the Save the Cat Beat Sheet by Blake Snyder. 
15 Consider giving participants time to journal their stories prior to sharing them. 
16 Consider having participants offer the speaker feedback, either as I Like I Wish What If, or One Word Feedback. For more on I 
Like I Wish What if, see http://lizardbrainsolutions.com/think-with-ink/2016/4/7/i-like-i-wish-what-if 
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PHASE 4 - MARKING THE PATH 

 
Marking the Path is the fourth phase of designing a vision map. It uses your design expertise to visualize the 
content gathered and organized in the prior phases. 

INPUTS TO PHASE 4 

As a result of Phase 3 - Pathfinding, you will have facilitated the core design team17 in identifying the major 
themes of the vision map. Themes are the categories of the information relevant to the vision map. The core 
design team will have also strung the themes together into a coherent story and practiced storytelling.  

SIX THUMBNAILS 

Sketch six rough “thumbnail” concept drawings. The first few 
thumbnails will capture the most obvious ideas. It may feel like a 
stretch to come up with the last few thumbnails, but real 
creativity often shows up once the obvious ideas are out of the 
way. Share your thumbnails with the core design team to get 
their feedback and decide on the overarching look of the vision 
map. Use the methods described in below to come up with the 
six thumbnails sketches. 

A SHAPE FOR EACH THEME 

Choose a shape for each theme based on how well the 
shape represents the theme. For example, a cloud can 
represent uncertainties or challenges. A signpost can 
represent a measurable. There are no hard and fast 
rules. For example, a cloud can also represent aspects 
of a vision or benefits. The shape will serve as a “text 
box” to contain the content gathered during visual triage 
in Phase 3 - Pathfinding. Don’t default to simple 
rectangles. Give thought to the meaning of the shapes 
you choose.  

                                                     
17 The core design team is defined in Planning Your Approach in Phase 1 - Discovery. 
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LAYING OUT SHAPES 

Organize the shapes into a flow that 
supports the logic of the story from 
storytelling in Phase 3. The western eye 
reads from left to right and top to 
bottom. In general, begin the flow of 
your vision map in the upper left. An 
exception to this guideline is a mandala, 
which begins in the center and flows 
outward. Take inspiration from layouts 
in magazines, newspapers, comic books 
and graphic novels, websites, flyers and 
printed marketing materials, picture 
books… anywhere you see a lot of 
information presented well. Notice 
how your eye travels across the 
content. Develop an artist’s eye for spotting layouts you like.  

As you choose a layout, dedicate the largest areas of the vision map to the most important themes. Space 
on the vision map is a valuable asset. “Space equals time:” the larger the space on the vision map, the more 
time learners should spend reading and considering it.  

CHOOSING A METAPHOR 

An alternative to using a layout of shapes is to use an overarching 
metaphor. Show the core design team examples of successful 
vision maps and lead them through a conversation around 
choosing a metaphor. The metaphor should reinforce the 
culture of the organization and the purpose of the vision map. 
The most common metaphor is a landscape. Images of 
landscapes are rich with easily understood meaning, such as: 
trees for opportunities, paths for initiatives, and cliffs for 
challenges. But any complex system18 can be used as a metaphor. 
Some examples to seed ideation: 

Landscape metaphors: 
 Natural landscape: 

- Mountains 
- Clouds 
- Trees 
- Rivers 
- Sun 
- Path/road 
- Sign posts 
- Towns/cities/buildings 
- Canyons/cliffs 

Other metaphors: 
 Chemistry sets 

- Beakers 
- Glass tubes 
- Burners 
- Chemical reactions 
- Distillation 
- Mixing 
- Separating 

 Highways systems 
- Roads 

                                                     
18 For more ideas, see Gareth Morgan’s “Images of Organization.” 
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- Oceans 
 Urban landscape/city 
 Sky 
 Ecosystem: 

- Evaporative cycle 
- Food chain 
- Growth/decay 
- Weather 

 Ocean 
- Above/below sea level 
- Islands/lighthouses 
- Ships/submarines 
- Buoys 
- Ocean life 
- Weather 

 Outer space 
- Stars 
- Planets 
- Satellites 
- Rockets 
- Aliens 
- Comets 
- Orbits 

- Bridges 
- Billboards 
- On ramps/off ramps 
- Hazards 
- Police 
- Gas stations 

 Factories 
- Assembly: assembly lines 
- Automation: robots 
- Inspection 
- Breakage 
- Finishing 
- Packaging 
- Shipping 

 Machines/machine parts 
 Computers 
 Plumbing 
 Utility grids 
 Schools/universities 
 Amusement parks 
 Castles/cathedrals 
 Hospitals/emergency rooms 
 Living organisms 

 

Map the themes from Phase 3 – Pathfinding to different aspects of the metaphor. Tap into the intuition of 
the core design team to select the right metaphor to carry the message.  

If you choose a metaphor with a landscape, try to include a horizon or skyline as a design element. A 
landscape with a horizon has the same effect of opening the mind to expansive thinking as does looking 
through a large picture window at a vista. Grove Consultants’ founder David Sibbet calls this effect 
“panoramic visualization.”  
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VISUAL VOCABULARY 

Having a visual vocabulary of simple icons you can instantly draw from is an essential skill for designing vision 
maps. In many ways, building a visual vocabulary is like learning a foreign language. For example, how would 
you draw “risk?” Is it a sheer cliff? A precarious bridge? A skydiver? A lit fuse? A shark fin? Add texture and 
interest to the vision map by including simple, relevant icons.  

Here is a starter pack of icons to begin your visual vocabulary. Quiz yourself: what theme could each of 
these icons represent? When you can translate from image to idea, translating from idea to image becomes 
a lot easier. 

 

 

DESIGNING THE MAP 

As you design the first version of the vision map, resist the urge 
to create a slick business graphic with clean lines and 
prefabricated digital templates. Remember the lesson from Jerry: 
organic, hand-drawn, “rough” visuals are more welcoming to 
feedback and engagement than slick, polished graphics.  
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Choose a medium to work in based on the self-assessment of your design skills from Knowing Yourself in 
Phase 1 – Discovery. Here are a list of pros and cons to each medium. 

 MEDIA PROS CONS 
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Hand-drawn images and text  No digital design skills 
required 

 Requires complete redraw 
on each iteration 

Repurposed Grove Strategic 
Visioning™ or other 
publically-available 
PowerPoint templates 

 Minimal computer skills 
required (PowerPoint) 
 Fastest to produce 
 Easy to edit text 
 No drawing required 

 Limits images and metaphor 
to what’s available in the 
Grove templates 
 Limitations of PowerPoint19 

Single hand-drawn image, 
scanned and placed behind 
text boxes in PowerPoint 

 Minimal computer skills 
required (PowerPoint) 
 Very fast to produce 
 Easy for you and others to 

edit text 

 Cannot edit or move image  
 If text boxes exceed size of 

underlying image, requires 
redraw 
 Limitations of PowerPoint 

Work with a graphic designer 
or visual practitioner20 to 
design the vision map 

 Separates consulting expertise 
from design expertise, 
allowing for specialization 

 Adds time, cost, possibility 
of translation error, 
possibility of bottleneck 
 Need to set expectations 

with the graphic designer 
that the style should appear 
to rough and hand-drawn  
 Need to set expectations 

with the graphic designer 
that the purpose is to have 
many multiple iterations, not 
to quickly arrive at the one, 
polished final. Designs should 
be “futureproof”  

Individual hand-drawn images 
for each text container and 
other visual elements (such as 
horizon and clouds), scanned 
and placed behind text boxes 
in PowerPoint 

 Minimal computer skills 
required (PowerPoint, some 
image editing) 
 Moderate time to produce 
 Easy for you and others to 

edit text and images 

 Limitations of PowerPoint 

Native design in Sketchbook 
Pro or other drawing apps 

 Produces high quality visuals 
 Layers allow for easy 

management of multiple 
objects 

 Handling text is either 
difficult or non-existent in 
most drawing apps 
 Editing and refinement of 

objects can be difficult and 
may require redraw 

Individual hand-drawn images, 
for each text container and 
other visual elements, 

 Produces highest quality 
visuals 

 Limitations of Illustrator21 

                                                     
19 Limitations of PowerPoint: no layers, imprecise selection and movement of objects (text boxes and images), difficulty in working 
with many objects, imprecise text boxes. 
20 A visual practitioner is a graphic facilitator, graphic recorder, sketchnoter, or visual consultant. 
21 Limitations of Adobe Illustrator: requires time and practice to build skills  
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scanned and placed behind 
text boxes in Adobe 
Illustrator 

 Layers allow for easy 
management of multiple 
objects 
 Precise editing and refinement 

 Without Illustrator, others 
cannot edit images or text 
directly 
 Most time to produce 

Regardless of the medium, begin with sketching out a full size 11”x17” concept to work out placement and 
sizing of theme containers and images that support the metaphor. For specific techniques in the digital design 
of vision maps, check out: http://lizardbrainsolutions.com/seeyourideas/2017/2/16/vision-map-design-
workflows 

Be sure to include essential elements like a title, version number, date, and contact information for yourself 
and the core design team.  
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PHASE 5 - SHARING THE JOURNEY 

 

Once the first version of the vision map is complete, it’s time to share it with others to get their feedback 
and earn their engagement. Without Phase 5 - Sharing the Journey, there is nothing that separates a vision 
map from any other rich illustration.  

INPUTS TO PHASE 5 

As a result of Phase 4 - Marking the Path, you will have designed the first version of the vision map, populated 
with content vetted by the core design team22. The vision map is structured into themes, which contain the 
most relevant textual ideas. The vision map itself could be digital or drawn by hand depending on your skill 
as a designer, but should include at least some hand drawn elements to appear unpolished and welcoming 
of feedback.  

WASH, RINSE, REPEAT23 

Begin an iterative series of feedback sessions starting with the 
core design team, then expanding to the stakeholder groups 
selected during Planning Your Approach in Phase 1 – Discovery. 
Following feedback and input from each stakeholder group, 
refine the vision map with input from the core design team. The 
tempo of wash, rinse, repeat is:  

 

 

 

                                                     
22 The core design team is defined in Planning Your Approach in Phase 1 - Discovery. 
23 For more on Wash, Rinse, Repeat, see http://lizardbrainsolutions.com/seeyourideas/2017/1/25/wash-rinse-repeat 
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RECORD AND REPLAY 

The core design team present the vision map to each 
stakeholder group. Before they do so, coach them in practicing 
the storytelling that they began in Phase 3 – Pathfinding: 
Storytelling. Have a note taker on hand to record verbatim how 
the core design team tells the story. The verbatim notes have too much detail to include on the vision map 
itself, but the content could be worked into other forms of communication24. Encourage the core design 
team to provide I Like, I Wish, What If25 feedback after each practice and the story will get better and better. 
Consider using a round robin or speed dating approach to practice telling the story. 

As the core design team practices storytelling in front of the backdrop of the vision map, be sure they begin 
by framing what they’re about to say the same way that Jerry did: “This is the ideas of a few people that put 
their heads together. It’s not perfect, and it’s not finished. But we want to get your ideas to see what’s 
missing, what needs to be changed, and what you would add.” 

STAKEHOLDER FEEDBACK SESSIONS 

For each stakeholder feedback session, print up two copies of 
the vision map for each participant: one for them to mark up and 
return to the core design team in the session, and one to keep 
to show others and to make later edits and revisions.  

Consider creating and handing out a “teacher’s edition” version 
of the vision map, which has a reduced size version of the vision 
map and blank space around the edges for participants to write 
notes. This reinforces that they are co-creating the vision map.  

After the core design team tells the story, give the participants some quiet time to read and reflect on the 
vision map and make any notes or edits. Then, open up a large group discussion to gather feedback. Favor 
open, facilitated discussion rather than more controlled feedback such as I Like, I Wish, What If. Coach the 
core design team prior to the feedback session to simply acknowledge feedback and thank the person 
offering feedback, not to explain or enter into discussion. Consider sharing the Principle of the Beachball26 
to encourage participants to hold the space for each other’s diverse perspectives.  

Print a large, wall-sized version of the vision map to capture feedback and edits that are shared in the large 
group. Remember to gather the mark ups from the participants in case not everyone got a chance to share 
their ideas during the open session.  

Not all the feedback from participants will show up in the next version of the vision map (explained in The 
House by the Side of the Road in Phase 5 – Sharing the Journey.) Nonetheless, have a notetaker on hand to 
capture verbal comments that can work their way into more content as described in Continuing the Journey 
in Phase 5 – Sharing the Journey. 

                                                     
24 See Continuing the Journey in Phase 5 – Sharing the Journey 
25 For more on I Like, I Wish, What If, see http://lizardbrainsolutions.com/think-with-ink/2016/4/7/i-like-i-wish-what-if 
26 For the Principle of the Beachball, see http://lizardbrainsolutions.com/think-with-ink/2016/12/8/principle-the-beachball 
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Thank participants for their time, and tell them how they can share more feedback, stay engaged, and learn 
more. Encourage them to share the vision map with their own teams, and to contact you and the core design 
team if they would like to conduct a feedback session with others.  

HOLDING THE SPACE 

Facilitation is an essential skill to effective stakeholder feedback 
sessions. Use questions to draw people out, balance differing 
opinions, encourage people to share, and make space for quiet 
people27. Consider working with a professional facilitator if 
you’re not a facilitator yourself. The International Association of 
Facilitators (IAF) maintains an online list of Certified Professional Facilitators (CPFs) geographically.  

THE HOUSE BY THE SIDE OF THE ROAD 

Once the first stakeholder feedback session is complete, 
reconvene with the core design team in a design meeting to 
review the feedback. Check in with the team with a simple “how 
did that go?” and help them process the experience. When 
they’re ready to dive into the feedback, begin with the following 
parable:  

“A man who builds his house by the side of the road and 
takes every piece of advice he is given by passersby will never have a roof over his head.” 

There may be a lot of feedback, whether it was captured by the note taker, on the handouts, or on the large 
wall chart. Refer back to the principle of the iceberg shared in visual triage in Phase 3 – Pathfinding. What is 
most important feedback to represent in the next version of the vision map? Facilitate the core design team 
in considering each piece of feedback and deciding whether or not to represent it. That’s a key responsibility 
of the core design team that should be clear to them throughout designing the vision map. Do not discard 
feedback just because it won’t appear in the next version of the vision map. Save it for Continuing the Journey 
in Phase 5 – Sharing the Journey. 

UPDATING THE MAP 

Once the core design team decides on tip-of-the-iceberg feedback, you’ll 
have what you need to create the next version of the vision map. For 
how to revise, see Designing the Map in Phase 4 – Marking the Path. 

  

                                                     
27 For more on these facilitation methods, see “The Facilitator’s Guide to Participatory Decision Making” by Sam 
Kaner 
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CONTINUING THE JOURNEY 

After the next version is ready, meet with the core design team 
and have them again Record and Replay as described in Phase 5 
– Sharing the Journey. Schedule another stakeholder feedback 
session. Wash, rinse, and repeat this process.  

Over time, a body of knowledge will build from the feedback and ideas that are below the waterline on the 
iceberg and are not represented on the vision map. Those ideas are still valuable in that they can become 
the basis for: 

 Project plans 
 Change management plans 
 Action plans or task backlogs 
 Communications and engagement plans 

and content 
 Explainer videos 
 A webpage organized along the themes of 

the vision map 

 A hyperlinked document that features both 
the full version of the vision map and 
clickable links to thumbnail views of specific 
places on the vision map along with more 
content 

 Additional nested vision maps that explain 
levels of details below the initial vision map 

 

At this point, the change initiative that the vision map illustrates should be well underway, following any best-
suited model of change management. As it progresses, continue to use the vision map as a way to engage 
stakeholders, gather feedback, accomplish tasks, identify and remove barriers, and accelerate and sustain the 
change.  
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VISION MAP CASE STUDY: VOLUNTEERS OF AMERICA’S KEYMAKERS 

 

Volunteers of America (VOA) is a faith-based nonprofit organization dedicated to serving the most at-need populations in the United 
States. VOA is organized into local ministries. The national organization in Alexandria, Virginia, maintains a lean administrative 
footprint, offering some organization-level programs and efficiencies. In general, business is done at the local ministry level.  

In 2016, the national level of VOA launched the KeyMakers program as a way to organize and leverage the many leadership 
development programs across VOA. The chief architect of KeyMakers was VOA’s vice president of organizational development. 
One of her concerns was that KeyMakers not seem like a power grab, or the national organization horning in on what the local 
ministries were doing.  

The VP organized a core design team of herself, a leadership instructor, and a graphic facilitator. After an initial design, they facilitated 
wash, rinse, repeat sessions with key stakeholders (which included national staff, leadership instructors, and representatives from 
local ministries) focused on presenting and gathering feedback for the KeyMakers vision map. Eventually, the idea of an organizing 
framework rather than a specific program emerged from the iterations. The framework was generic enough to cover most VOA 
leadership development offerings. The framework was organized along two axes: seniority (front-line engagement, mid-level 
leadership, and senior leadership) and actualization (self, team, and organizational.) Other themes were in keeping with the VOA 
culture and included two inspirational quotes, a word cloud of values, goals for leadership development, and the KeyMakers vision 
of “Inspiring the extraordinary for the people we serve.”  

The KeyMakers vision map features a horizon line, city skylines, and ascending arrows to trigger panoramic visualization; hand-drawn 
icons and elements to convey an organic feel; images of light, sunshine, and sky to invoke the vision of inspiration; pastel colors to 
emphasize the content; and VOA branding and contact information for the VP to continue to conversation.
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ADDITIONAL RESOURCES 

Visual Design Resources 

“Visual Language - Global Communication for the 21st Century,” by Robert E. Horn, 1998. 
Academic encyclopedia of information design and methods to communicate ideas through visuals.  
 
“Infographics: The Power of Visual Storytelling,” by Lankow, Ritchie, and Crooks, 2012. 
Intermediate-level exemplars and design best practices of infographic. 
 
“Visual Explanations,” by Edward R. Tufte, 1997.  
Academic best practices for showing quantities. 
 
“The Power of Infographics,” by Mark Smiciklas, 2012. 
Beginner’s guide to choosing the right kind of infographic and then produce it. Includes thesis on 
infographic ROI. 
 
“Information Design Workbook,” by Kim Baer, 2008. 
Beautiful, advanced-level guide to information design best practices. Includes case studies.  
 
“Visual Language for Designers,” by Connie Malamed, 2009. 
Beautiful sourcebook of well-designed, complex visuals. 
 
Icons and Simple Drawing Sourcebooks 

“The Sketchnote Handbook, by Mike Rohde,” 2013. 
Fundamental guide to representing ideas through hand-drawn visual notetaking. Highly recommended.  
 
“The Sketchnote Workbook,” by Mike Rohde, 2015. 
More sketchnote methods and exemplars from some of the best sketchnoters in the business. 
 
“Discovery Doodles,” by Alicia Diane Durand, 2013. 
Simple, bright color, bold line, hand-drawn icons. Part of the The Doodle Institute body of knowledge, 
which includes a community of collaborative visual practitioners. 
 
“Bikablo,” by Scholz and Haussmann, 2007. 
An easy-to-use sourcebook of hundreds of simple, hand-drawn icons and objects. Indexed by meaning. 
Fundamental to building a visual vocabulary. 
 
“Bikablo 2.0,” by Scholz and Haussmann, 2009. 
Like Bikablo, but includes more abstract ideas, such as personal development, teamwork, leadership, 
projects, information technology, organizations, and strategy. Fundamental to building a visual vocabulary. 
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“Bikablo emotions,” by Scholz and Haussmann, 2012. 
Another in the Bikablo series of sourcebooks. Focuses on human emotion and interaction. 
100+1 Drawing Ideas for Sketchnotes and Doodlers, by Mauro Toselli, 2016. 
Beginner’s step-by-step guides to draw icons from shapes, specifically geared towards symbolically 
representing ideas common to facilitation.  
 
Facilitation Resources 

“Facilitator’s Guide to Participatory Decision Making,” by Sam Kaner, 2007 
Foundational guide to the divergence/convergence model of facilitation. Includes a compilation of 
questions and activities, prescribed based on the needs of the group.  
 
“A Whack on the Side of the Head,” by Roger von Oech, 1983. 
Classic compilation of creativity exercises.  
 
“Use Both Sides of Your Brain,” by Tony Buzan, 1974. 
Classic guide to mind mapping. 
 
“Mindmapping,” by Joyce Wycoff, 1991. 
Additional mind mapping techniques and theory. 
 
“Humble Inquiry,” by Edgar H. Schein, 2013. 
Guide to and examples of authentic questions. 
 
“Gamestorming,” by Gray, Brown, and Macanufo, 2010. 
Compilation of 88 facilitation activities. Includes framework for designing activities. Adds detail to 
divergence/convergence principles from “The Facilitator’s Guide to Participatory Decision Making.” 
 
“The Practice of Creativity,” by George M. Prince, 1970. 
Classic guide to and examples of the practice of Synectics and Synectic facilitation. 
 
“How to Make Meetings Work,” by Doyle and Straus, 1976. 
Classic guide to meeting facilitation. Inspired Sam Kaner. 
 
“How to Make Collaboration Work,” by David Straus, 2002. 
Applies principles from “How to Make Meetings Work” outside the conference room. 
 
“Flawless Consulting,” by Peter Block, 2011. 
The first half is a basic guide to starting a consulting practice; the second half is advanced consultative 
questions and approaches. Chapters 8 and 9 on understanding and dealing with resistance alone are worth 
the price of the book. Chapter 16 on implementation is a must read. 
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Strategy and Design Thinking Resources 

 “Innovating for People - Handbook of Human-Centered Design Methods,” by the LUMA Institute, 2012. 
Catalog of 36 essential design-thinking activities.  
 
“Seeing Systems: Unlocking the Mysteries of Organizational Life,” by Barry Oshry, 2007. 
Guide to systems thinking and seeing complexity in an organization. Companion to “The Organization 
Workshop” simulation, by Power + Systems, Inc. 
 
“Sketching User Experiences: Getting the Design Right and the Right Design,” by Bill Buxton, 2007. 
One part treatise on design thinking, one part compilation of design thinking activities. 
 
“Sketching User Experiences: The Workbook,” by Greenberg, Carpendale, Marquardt, and Buxton, 2012. 
Step-by-step design thinking activities.  
 
“Design for How People Learn,” by Julie Dirksen, 2012. 
Step-by-step guide to designing learning experiences for different audiences. Also applies to the design of 
vision maps.  
 
“Don’t Make Me Think: A Common-Sense Approach to Web Usability, Second Edition,” by Steve Krug, 
2006. 
Beginner’s guide to layout, concise writing, and how people scan visual information. 
 
“Business Model Generation,” by Osterwalder and Pigneur, 2010. 
An entire business strategy using visual templates and facilitated activities.  
 
“Design a Better Business,” by van der Pijl, Lokitz, and Solomon, 2016. 
Huge compilation of visual templates and facilitated activities. 
 
“Lead with a Story,” by Paul Smith, 2012. 
Guide to writing business stories. Includes several examples of well-written business stories. Chapter 14 on 
stylistic elements features specific techniques for better writing.  
 
Graphic Facilitation and Visual Problem Solving Resources 

 
“The Grove Consultants’ Strategic Visioning Cards,” 2009 
Fundamental series of visual templates for strategic planning.  
 
“Visual Meetings,” by David Sibbet, 2010. 
Fundamental guide to graphic facilitation.  
 
“Visual Teams,” by David Sibbet, 2011. 
Compilation of visual tools and techniques for teams. Includes an in-depth look at the Drexler-Sibbet 
Team Performance Model. 
 
“Visual Leaders,” by David Sibbet, 2012. 
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Capstone volume of advanced graphic facilitation methods. Chapter 12 features examples of Grove 
Storymaps.  
 
“Graphic Facilitation: Transforming Group Process with the Power of Visual Listening,” by David Sibbet, 
2006. 
The Grove’s fundamental textbook on graphic facilitation. Includes methods and activities. 
 
“Principles of Facilitation: The Purpose and Potential of Leading Group Process,” by David Sibbet, 2002. 
A Grove textbook. Compilation of forty facilitation principles for both participants and the facilitator. 
 
“Best Practices of Facilitation,” by David Sibbet, 2002. 
A Grove textbook. Dozens of facilitation and graphic facilitation activities organized against the framework 
of the Drexler-Sibbet Team Performance model 
 
“The Doodle Revolution,” by Sunni Brown, 2014. 
Treatise and techniques for using drawings for breakthrough conversations. 
 
“Drawing Solutions: How Visual Goal Setting Will Change Your Life,” by Patti Dobrowolski, 2012. 
Visual templates for coaching and personal growth. Includes a library of simple, hand-drawn icons.  
 
“The Back of the Napkin,” by Dan Roam, 2008. 
Advanced guide to visual problem solving. Chapter 4 includes an explanation of visual triage. 
 
“Unfolding the Napkin,” by Dan Roam, 2009. 
Applied workbook of principles from “The Back of the Napkin.” 
 
“Blah Blah Blah,” by Dan Roam, 2011. 
Intermediate guide to representing ideas visually. Includes ideas for representing complex systems. 
 
“Draw to Win,” by Dan Roam, 2016. 
Beginner guide to visual problem solving and representing ideas visually.  
 
“Picture your Business Strategy,” by Christine Chopyak, 2013. 
Intermediate guide to using visuals in designing business strategy. Includes templates, examples, and case 
studies. 
 
“Whiteboard Selling,” by Sommers and Jenkins, 2013. 
Collection of simple visual templates for problem solving and moving others that can be drawn at a 
moment’s notice. Dovetails nicely with good consultative questions.  
 
“The Graphic Facilitator’s Guide,” by Brandy Agerbeck, 2012. 
Technical guide to large-scale visual note taking. 
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“Draw Your Big Idea,” by Herting and Willems, 2016. 
Simple, beautiful workbook of exercises to build a visual vocabulary and confidence drawing.  
 
“Draw Forth,” by Jeannel King, 2014. 
Builds graphic facilitation skills on a foundation of facilitation. Includes resource and exercises to build 
confidence.  
 
“We’ve Got to Start Meeting Like This,” by Dana Wright, 2013. 
Combination of reflections, principles, and activities for hosting.  
 
“How to Design Visual Templates and 99 Examples,” by Bas Bakker, 2016. 
Compilation of 99 simple diagram to solve problems, free on Kindle Unlimited. 
 
Vision Mapping Methods 

To sign up to receive free vision mapping methods in your email, go to 
www.lizardbrainsolutions.com/seeyourideas, or scan this QR code:  
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