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			Dedicated to those who dare to dream...

		

	
		
			 

			vi·sion [vizh-uhn] (n.)—a shared picture of the future we seek to create.

			 

			ad·van·tage [ad-van-tij] (n.)—a condition or circumstance that puts one in a favorable position.
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			Introduction

			My Story

			“The world will be happy that you saw what could be…what should be…what will be…despite what is.”

			—John Pace II, entrepreneur and educator

			For almost two decades now, I have been working in the field of strategy, plans, and policy for the military, both in and out of uniform. During that time, I led the development of sixteen successful four-star-level vision, planning, or concept efforts. This work has taken me worldwide and given me tremendous opportunities to work with government, nonprofit, and for-profit organizations and with some incredible people. I am hugely grateful for the trust they placed in me and the amazing experiences I have had.

			As most people in the military do, I began my Army journey at the small-unit level. As a platoon leader, leading a group of thirty, I learned that planning was a huge part of my job, and I took it very seriously. The orders would come down, and my job was to plan how my team and I would carry out the mission.

			At the US Army’s elite Ranger School, one of the biggest things I learned about leadership is that it is not nearly as difficult when the sun is shining and everything is going well as it is when your team is under extreme duress and everything is on the line. You may be surprised at how little it takes for even the most motivated and gifted teams to cross the line from highly functioning to abysmal failure.

			A couple of missteps, a little rain, a few missed meals, and a couple of nights of little to no sleep raise the stakes to the extreme, and that is when even the best teams crack. People’s true colors begin to emerge, and the team starts to tear itself apart—Lord of the Flies style. In my experience, such conditions bring about both the best and the worst in human beings. Learning to lead in such conditions taught me the crucial psychological factors that separate high-performing teams from the rest: communication, trust, and grit.

			When I made captain, the Army sent me with my peers to the Infantry Captains’ Career Course. There the senior captains grilled us in what they called the “write for life” test, ensuring our orders were textbook perfect from start to finish. The training paid off, and I successfully commanded two companies in the 11th Armored Cavalry Regiment (ACR), the National Training Center’s opposing force. There, I played the enemy and fought against nearly every unit in the US Army. It was an excellent time to be in the Army and a great chance to master my craft.

			This is where my story diverges from the norm. At that time, the Army was introducing a new military program called Functional Area 59—Strategy, Plans, and Policy. I volunteered, and the Army accepted me. They sent me to the Command and General Staff College and then the US Army War College to learn to work at the highest strategic levels. My first true strategy and planning job was as a division strategist with the famed 101st Airborne Division (Air Assault), serving under the division commander Major General Jeffrey Schloesser, along with the future chairman of the Joint Chiefs of Staff, General Mark Milley, and future chief of staff of the Army, General James McConville, both new one-stars at the time.

			As we were to be the lead US element in Afghan-istan in 2008, the plan I contributed to encompassed the entirety of the country. My part focused on planning the economic development of the country. When the plan was complete, they told me that they were sending me to the tribal areas in Peshawar, Pakistan, to help deconflict issues between the Pakistan military, Afghan military, and US forces along 453 miles of border. I maintain to this day that it was a reward for my good work, and not a banishment from the headquarters! Actually, I volunteered and I am still honored they chose me; my time there changed me forever.

			To prepare, I read everything I could get my hands on from Rudyard Kipling’s Kim to the Wall Street Journal. I remember picking up a copy of The Economist from earlier that year and seeing on the cover that Pakistan was “The World’s Most Dangerous Place.” It was quite the adventure to be sure, and in my year there, there was most definitely danger. This experience exposed me to what it means to be a leader in high-stress circumstances at the highest levels; some of what I saw was good, some bad. My ideas of what vision must be to succeed began to form there.

			After that long vacation in the Middle East, the Army reassigned me to US Central Command in Tampa, Florida (my hometown), and assigned me to work on the plan that would become known as Operation New Dawn. This plan was daunting, the transition of over 100,000 servicemembers out of Iraq. As a lowly major, I found myself stuck in the middle of a handful of generals and policymakers, including David Petraeus, James Mattis, Lloyd Austin, and Raymond Odierno, and all trying to figure out the best vision for Iraq following the US withdrawal. For two years I led the team that cobbled together the plan for Iraq, which would prove successful (for a time). Four more plans followed for me, including complex bilateral and multilateral plans with countries such as Kuwait, Bahrain, Qatar, United Arab Emirates, Jordan, United Kingdom, and France.

			I rounded out my career in uniform with the precursor of Army Futures Command and then NATO Allied Command Transformation, where I worked on deep future concepts including the Army’s Force 2025 and Beyond and the Army Operating Concept. My final project was a visionary document called NATO’s Framework for Future Alliance Operations, which described the vision and direction for a vast international organization that included thirty-nine countries (now forty-one), 3.3 million people, and a combined budget of over $1.2 trillion. This is where my conceptualization of vision grew from just the here and now to years, even decades, in the future.

			Out of uniform, I have worked on many visionary documents at US Special Operations Command, including many versions of the Campaign Plan for Global Special Operations, the Special Operations Forces (SOF) Vision and Strategy, and the SOF Operating Concept 2040 (which was never published). I have also had the terrific opportunity to work both in the nonprofit and for-profit arenas and worked with many start-ups. The context of vision changes in every circumstance, but the first principles remain true.

			I developed my concept of vision that I describe in this book while at these organizations tackling intractable problems in the most complex and dynamic environments that exist today. I came to believe that a vision for any organization should encompass past, current, and future state and evaluate variables both internal and external to generate sustained growth for organizations. Vision is not only a part of leadership; I have come to believe that it is the most important part. Vision is the desired state; leadership is the journey you take to get there.

			I have learned that life-long learning, open mindedness, critical thinking, and adaptability are vital for successful visioning. I have authored these documents for large and small organizations alike; I can say vision is unique in that no two visions are ever the same, and one would be wise never to treat them as such. As a result, I always have more to learn, and the only thing I know for sure is that I do not know everything.

			Why I Wrote This Book

			I believe that today we find ourselves in a crisis of vision. In 2021, I began reflecting on my time as a strategist and planner and thinking hard about what had gone wrong in Iraq and Afghanistan. The images of the withdrawal are seared into my memory and serve as a reminder in the value of prudent planning. Without a doubt, America had the best people, equipment, and training of any military in the world.

			I personally had my hands in more than a few plans for the region over the years and could attest that the US was tactically and operationally second to none. An old saying in the military is that no plan survives contact with the enemy, but something still bothered me. Our plans were logical, well thought out, and well executed for the most part. I realized that where we struggled was not in planning or execution. The problem was a much bigger one. It was a problem of vision.

			Following World War II, Europe’s economy was in shambles and was very vulnerable to influence from the Soviet Union. In 1947, Secretary of State George Marshall announced his plan by sharing a clear vision with the nations and a world very weary from war. The Allied nations formed NATO and integrated former enemies into the global economic system, and life moved on. Less than five years later when the Marshall Plan ended, the European economy had grown to such an extent that it was stronger than its pre–World War II levels. America had not only won the war, but it had also won the peace.

			We should not forget the lessons of history. In stark comparison, any semblance of a vision we had built for Iraq or Afghanistan was not created with, nor adequately aligned to, the people who would need to buy into it. In the part of history where I played but a minor role, there was no vision even close to the Marshall Plan that I ever saw. Policies, strategies, and plans, yes; a vision akin to the Marshall Plan, no. After much reflection, I realized that the even the most capable organization can never make up for a fatal flaw—a lack of vision.

			After COVID-19, everywhere I looked, I saw symptoms of a more significant crisis in society writ large. If the results reveal the truth of any situation, the world of work in America was in trouble—“the Great Resignation.” The pandemic has been a significant catalyst for this phenomenon. The lockdown forced many individuals to reassess their priorities, values, and work-life balance. It led to widespread remote-work arrangements, which allowed people to reflect on their job satisfaction, personal well-being, and whether their current employment aligned with their desired lifestyle.

			Then, once we all went back to work, a new phenomenon appeared: quiet quitting. This highlighted the lack of personal fulfillment and purpose people derived from work. Many people reevaluated their career choices and yearned for roles aligned more closely with their passions, values, and long-term vision for themselves and their families. I saw many once-trusted American institutions in crisis, and the reason was clear to me. Writ large, it was clear to me what we were experiencing was a problem with vision.

			The vision that people had for their own lives no longer aligned with the vision of their organizations, and this lack existed everywhere, from the government to business. It existed in the small locally owned store to the big-box behemoth. The solution was to author this book in the hopes that I could change people’s perspectives on how they should approach vision and make fundamental changes to make things better for all. This book aims to help people cultivate vision and use that to grow success regardless of their chosen field of endeavor or pursuit.

			In the military, business, public sector, and nonprofit world vision is vision. Although I have drawn on my experience crafting this book, it is decidedly not about just about the public sector or military context. Instead, the goal of this book was to build a model of vision using the examples and best practices of the Fortune 100 that has general applicability to a wide variety of organizations—public, private, for-profit, nonprofit, and not-for-profit alike. I also wrote it for the busy professional and in a way to avoid overly technical jargon and straightforwardly present the research. This book will describe a vision-development methodology that will translate to practical application. Additionally, this book takes a deep dive into many real-world case studies to make the analysis not just theoretical but practical as well.

			How This Book Will Benefit You

			Whether you are a one-person shop starting out or a large company in business for years, this book provides you with a new way of looking at your enterprise. This book will dive deep into a model of the Fortune 100’s use of vision and offer a step-by-step guide to develop a vision for yourself that drives new growth for your enterprise. Reading this book will be a valuable learning experience for anyone involved in leadership or management roles within a business or organization. In today’s complex and rapidly changing business environment, developing a clear and compelling vision is more important than ever. A clear organizational vision helps to create a sense of purpose and direction for the entire organization.

			When everyone works toward the same goals and aims, it creates a sense of unity and shared purpose. This can be incredibly motivating for employees and help increase engagement, productivity, and job satisfaction. When you read this book, you will gain:

			•In-Depth Understanding: Explore the pivotal role of visionary thinking in fostering organizational growth.

			•Valuable Insights: Develop an appreciation for the key attributes of an exceptional vision.

			•Practical Knowledge: Acquire the expertise to create your compelling and impactful change.

			•Effective Communication Models: Master the art of conveying and executing your vision with precision.

			•Increased Team Alignment: Gain insights into how visionary thinking aligns teams, expedites decision-making, and draws top talent.

			•Long-Term Success: Grasp the significance of adopting a visionary mindset for sustainable achievements.

			A strong vision helps to define what success looks like and supplies a well-defined path for how to achieve it. This can help ensure everyone is aligned and focused on the right things, ultimately leading to better outcomes for for-profit and nonprofit organizations. When everyone in an organization is working toward the same vision, it helps align everything. If an organization can decide quicker, it can help to increase agility and responsiveness, which is critical in today’s fast-paced business environment.

			Having a rich organizational vision can help to attract and keep talent. It can be incredibly motivating when people align with the vision. They feel like they are working toward something meaningful. This can help to attract top talent and keep employees engaged and committed over the long term. When everyone in an organization is working toward the same vision, it helps to create a culture of accountability. People are more likely to take ownership of their work to achieve the vision. This can help create a culture of excellence and improve long-term outcomes.

			A compelling vision can also help differentiate the organization from the pack. When the vision is unique and exciting, it can help create a competitive advantage and attract stakeholders who see themselves in it. When people are working toward something meaningful and impactful, it can be incredibly fulfilling. It can supply a sense of purpose and direction that can help to make work more meaningful and enjoyable. In today’s complex and rapidly changing business environment, having a clear and compelling organizational vision is more important than ever. Simply put, this book will help you use vision to lead your organization to growth and success.

			Diving Deep into Vision

			This book focuses on vision. The going-in assumption is that if we look deeply and deliberately at the vision statements of Fortune 100 companies, we can glean insights into what makes a vision tick. This book summarizes the themes in the data that one can find in these vision statements to construct a vision model grounded in data that others can use to improve their enterprises and make a change. Throughout this book, there are also vignettes of interviews with the leaders of some of these companies to help explain how and why a vision can help and how they apply it in the real world. Simply put, this book is a collection of best practices illuminated by real stories of visionary success that you can use to put the power of vision to work for you.

		

	
		
			Part I

			Why Vision?

		

	
		
			Chapter 1

			Everything You Think You Know about Your Organization Is 180 Degrees Off

			“Organizations are like organisms: they grow, evolve, and adapt. And those that don’t, become extinct.”

			—Jack Welch, former chairman and CEO of General Electric

			Once upon a time, there was a significant crisis of trust in America. This crisis knew few bounds, reached the public and private sectors, affected small business owners and corporations, and touched every industry. The era of working for a company for thirty years and receiving a gold watch with a pension the day you retired was dead. Mutual acceptance and trust between organizations and individuals became scant at best. In a silent contract, individuals jumped from one job to another for better pay, and organizations contributed to their 401(k)s and assumed they could find someone just as good for less money. Both people and organizations became disposable to one another, and the relationship became transactional. Good help was as hard to find as a good company, if not harder. In the end, we were alone and adrift.

			COVID-19 was gasoline thrown onto the fire and caused many of us to reflect on this fact. People and organizations learned how to survive alone and on an island connected to others through Zoom, Teams, email, and WhatsApp. Many organizations saw that they could save money because the need for office space decreased, and the lines between personal and professional blurred even more. People found that when they did not have to commute or mark time in an office, they had more time for things that mattered, such as family or hobbies. People reprioritized what mattered most to them, and work began to take a much lower priority. Location and quality of life grew in importance. Some people did not have the opportunity to move, and many quit to find a new profession or seek self-employment. Those who had no choice remained tethered to their employers but were increasingly unhappy and unfulfilled.

			Everyone began to realize organizations needed to change, but the question was how. In the words of Tony Soprano, “This thing is a pyramid, since time immemorial. Shit runs downhill, money goes up. It’s that simple.” For thousands of years, organizations designed their structure like just like this. The pharaoh, king, queen, or other potentate sat at the top. One individual controlled a handful of overseers, who managed a handful more and, in the end, vassals and serfs doing the actual work. The boss transmitted orders from the top down, and the workers executed.

			If lucky, you could work up a few rungs on the ladder. The chosen, fortunate few could sit near the top, pass judgment from on high, and reap the benefits of rank and position. This model persisted and is visible in how most organizations structure themselves today. This arrangement and the mindset it creates is precisely what has gotten us into this mess. Simply put, this is what we have gotten wrong.

			Flipping the Script

			As products and services became increasingly complex and jobs required more specialized knowledge, a big problem arose. No matter how brilliant or talented, one mind could not direct, much less understand, all that they needed to. Leaders then grew detached from their organizations and had difficulty understanding how they added value. Job titles grew increasingly complex, and the organization added new executives to the C-suite to handle the increasing complexity creating positions such as “assistant to the regional manager,” as personified by the Dwight Shrute character in The Office. Some organizations tried a matrix, where everyone has at least two bosses to satisfy, while others tried self-organization. While this seems to work in the first stages of a start-up, most find it cumbersome for both leaders and the organization because there is not enough structure, and it is unclear who handles what.

			Bureaucracy forms out of necessity, but then it grows like a leviathan, and when it grows too far everyone becomes a number and part of a process. We need bureaucracy as a management tool due to the complexity of organizations and the world in general, but somewhere along the way lines became blurred and we crossed the streams. The idea of leadership became conflated with management, and bureaucracy began to lead us all. Somewhere along the way, you all became block checks on a performance report. This fed the bureaucracy just fine but left you to fend for yourself.

			In situations like this in the past, organizations could look to leaders to cut through the noise and drive action, but where were they, the leaders? Many of the ones we did have seemed to be living proof of the Peter Principle, that everyone was promoted to the level of incompetence.1 Or worse, leaders who believed that just one more one-hour meeting than ran over to two hours would lead to success. As Adam Grant discusses in his book Hidden Potential, researchers have found that babble—the extreme monopolizing of time in a meeting—actually lead to promotions in today’s workplace, regardless of intelligence!2

			Things need to change. Leaders need to change. To satisfy this need, we must look elsewhere. Leaders must change their perspective on what an organization is, what role people play in it, and how they create value. First and foremost, growth that adds value is the goal, and there must be a clear vision of how to achieve that growth. Next, the organization needs resources that it can use to bring the vision to life. This can be money, people, information, raw materials, time, or anything needed to create that value. The organization also needs support to grow in the right way and develop value. If it is too small, it will not meet demand; too big, and it will collapse under its weight. Next comes the need for protection, sometimes from malicious competitors, sometimes from the more significant conditions shaping events such as inflation. Organizations must learn how to fail and that when they fail they must learn and adjust quickly to adapt to change.

			[image: ]

			Hierarchical versus Organic-Based Enterprise Structure

			We can imagine this change by turning the typical hierarchical structure literally upside down. In doing so, let us imagine for a second an organization as a growing organism, much like a tree. The vision is the seed from which the organization grows value. Like the seed, in the vision is the DNA of the value proposition and all the latent potential of the enterprise. Peter Senge, the author of The Fifth Discipline, asserted that a vision is “a shared picture of the future we seek to create.”3

			But a vision alone is not enough, as not all seeds grow into strong, healthy trees and create the fruit we want. Few of the hundreds or thousands of seeds a tree produces find fertile soil to grow to maturity. There are many reasons that it may not rise to maturity. The ground the seed falls on may not have the correct balance of nutrients to grow and sustain a healthy tree. An animal passing by may munch on it, or a person may carelessly step on it. Even if it avoids these fates, the tree could grow crooked or get a disease on one branch that spreads to the entire tree, killing it before its time.

			This is where the caretaker comes in. Knowing what they want the tree to look like someday, this farmer supplies resources, either fertilizer or water, to help the plant grow, and protection from predators or people that purposefully or inadvertently would harm it. They also support the tree to ensure it grows strong and tall and prune diseased branches as they appear. Taken care of appropriately, like a seed that grows into a tree, the vision will spawn other trees. If things go well one seed grows a whole forest. For any organization all that incredible potential begins with one seed, a kernel of vision.
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			Figure—An Organic Approach to Enterprise Development

			Applying this metaphor to our value-creating enterprise is remarkably like the role a leader should play. With the ultimate vision in mind, the leader supplies capital, raw materials, time, and resources to grow the enterprise and carry the vision into reality. The leader supports the people and branches as they mature and create value. The leader protects the entire enterprise from outside influences and actors that deliberately or unintentionally could damage the organization. The leader also must make tough decisions to stop projects, people, or processes that are not beneficial before they spread to the enterprise. The leader performs leader activities continually and, even when the enterprise reaches maturity, must continue to ensure the sustained creation of value as envisioned over the long term.4

			If we can agree that any enterprise shares similar characteristics between the vision and the seed, the leader with that of the steward, and the growth of value as the ultimate goal, this leads us to a powerful yet simple formula for the growth
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