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Chapter 3 
f	 Visioning In Your Community 
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Suppose you want to usc visiooing in yoor commooity. How do 

you go about it? 
You can start by asking yourself some key questions, in order to 

set the stage for visioning. Those questions might include: 

• Why are we interested in community visioning? 
• What do we hope to accomplish with the process? 
• How can visioning improve existing community 

planning efforts? 
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• 
• How can it complement other regional or state 

planning efforts? 

Answering such questions should help establish a clear set of 
~ objectives for the Visioning process. Sample objectives might include 

t involving major community stakeholders, seeding ideas for future 
community projects, or developing a plan that can be used by other•, community groups. With such ohjectives in mind, you can begin 
designing the process. If a clear set of objectives do not emerge, the 

t community lllay want to reconsider whether it is ready to commit 
II) itself to such an unrlertaking. 
i) 

~ [)e~ignin9 the Vi~;oning Pi'oress ..
The most important principle to remember in designing a 

visioning process is that it should be tailored to the unique needs, 

resources and capahilities of your comlllunity. Avisioning design 
that is out of sync with the characteristics of the community can 
backfire. for example, an ambitious process might cost too much 
for a community working within a small hudgl't, while a stream­
lined process might disappoint a community that seeks a lot of 
partici pa tion. 

Determining Basic Design Elements 

There are three lmic elements to be decided first: 

1.	 Do you want to follow all four stcps of thc 
Orcgon Model? 
Is there value in carrying out all tour steps of thl' process, 
or can the community comhine or eliminate soml' steps 
and still meet its objectives? For eX~lmple, as mentioned 
earlier, SOllle colllmunities feel that de\eloping (In (lction 
plan is not necessary hecause tl1l' vision l'an ked directly 
into other community action eflorls. 

2.	 Do yon want to dcveloIl mnlliplc (possihlc) 
saccnarios or a singlc (prohahlc) sccnario! 
0.fultiple scenarios are used to exp!lJll' tile (ld\;lIlLlgl'S (I Ill! 
disadvantages of se\'l'ral possible luturn IW!O!l' llL'lllmil1­
ing a preferred alternative. Asingle scel1dJio l'SI,lblisl1L's 
the most probable future, leading more LJirecth' to the 
preferred alternative. It is a quicker, '>iJ11pler approach. 
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Visinnill9 in " f)i1Y 

I'lanners sOl1letimes as~ what the design of the ultimate stream­
lilled visioning process might be, For example, could a vision be 
de\'(.'loped in a single lIdy - or at a single l1leeting? The answer is a 
qualified "yes": Aone-session approach will work, but only if it fits 
the overall design of the visioning prtKeSs and has been preceded by 
the necessary IJre[JaratiolL 

If a coml1lunity chooses a simplified process or is [Jlanning to 
develop just one (probable) altemative scenario, it can easily create its 
vision at a single event The key is to remember that creating the 
\'ision is /lot the same as conducting the process, The vision is only 
[Jart of a larger effort; a visioning process cannot be conducted in a 
day, 

Avision-in-a-day session, still requires a significant amount of 
advance worL Staff must gather information, conduct research, 
prepare su'mmary materials, recruit [Jarticipants, and prepare facilita­
tors all before such a meeting can occur. At a minimum, three things 
must be completed before the session is conducted: 

•	 Establishing a visioning framework (timeframe, focus and target 
areas) 

•	 Determining the community's values 
•	 Identifying maim trends affecting the community's future 

All of this information will be needed by the group creating the 
vision. During the vision session itself, participants will focus on: 

~ 

f' 

! 
•	 De\'eloping a probable scenario for the community based on 

(
key trends 

t•	 Devclo[Jing a preferred scenario based on key trends a/ld 

community values t 
~ 

Depending on time, participants may develop both scenarios, or f 
only the preferred scenario using a probable scenario prepared in 

• 
t

advance. Regardless, the preferred scenario they create will serve as 
the basis for a final vision statement, which can be crafted and 
completed after the meeting is over. t 

In Oregon, the cities of Portland and Newberg both created their e 
core visions at a single event using the above approach. See the f 
success stories on Portland Future Focus and Chehalem Future Focus 

•••

f
for more details. 

Implementing the Process 

•• 
f

Ideally, a visioning process should be staffed by a designated 
project manager, technical staff, and administrative support 

These three levels of assistance are essential for a comprehensive 
Visioning process. They are recommended but not imperative for a ~ 

simplified process. e 
Perhaps the single most important trait needed in those imple­

•• 
E

menting a visioning process is flexibility. Given the non-tradi­
tional nature of visioning and the tendency for problems and 
technical issues to emerge once the process is underway, those in 
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j One City's Vision: Revitalized Downtown Concentrates Growth. Multi·story office buildings, off·street parking,
 

and a new lightrail loop transforms Gresham's old downtown district into a major focal point for development ­

concentrating growth, protecting surrounding neighborhoods, and reducing the environmental impacts of sprawl, From
 
Gateway to the Year 2020, Envision Gresham. Artist: laurie Heinz·Jenkins,
 

J charge of the process must be willing to shift gears or make mid-course , corrections as necessary. 
Following are some of the specific areas that must be addressed to

J 
implement a visioning process: 

• 
• 
• 
•
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Building Political and Community Support 

Visioning is, by nature, community-based. It cannot succeed 
without the support of political leaders and citizens alike. Without broad­

•,. 

based support, a visioning process becomes an exercise in 
planning relegated to a few interested individuals, with no 
community ownership or commitment. Only when there is 
solid community support for the process will it lead to meaning­
ful results. 

The building of political and community support must start 
before the formal visioning process begins. Key elected officials, 
local agency managers, community stakeholders, opinion 
leaders, cooperating institutions and other affected groups 
should be contacted and informed why the project is being 
done, how it will work and what it will accomplish. Making 
those contacts will also pro~ide an opportunity to gather 
additional ideas on the design of the process. 

Helpful Hints ... 
• Build public awareness a·bout the visioning project 

before it hegins. Explain its purpose, expected out­
comes and the anticipated benefits to the colllmunity. 

• Promote community ownership in the process. 
Make sure all major interest groups arc represented on 
any citizen task forces, steering committees or work 
groups. 

• Don't tie the process or its outcomes to a par­
ticular elected official or cOllllllunity leader. 
If that individual leaves, the vision may lose support. 

• Solicit financial or in-kind support from the 
private sector, including local banks, utilities and 
corporate branch offices. Then acknowledge their help. 

II Never 
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world', 
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II Tell 

me!
 

I tCJlset.
 

Show 

me!
 

I remember.
 

Involve 

me! 

I llllderstllnd. II 

Chinese 

Proverb 
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Involyill~J the Pllh!i( 

Visioning is specifically intended to democ­
ratize planning by pulling citizens together to 
develop a shared image of the future. 

While public involvement should be part of 
every visioning process, it can be accomplished 
in a variety of ways and to varying degrees. 
Every community has different needs, and every 
planning process lends itself to a different level 
of involvement. 

In general, a strong emphasis on public 
participation fits best with a comprehensive 
process, where there is sufficient time and ample 
resources to involve the public in a major way. 
In such cases, using several if not all of the 
following involvement techniques is advised: 

• Scientific surveys on public attitudes and 
values 

• Public meetings 
• Planning workshops 
• Community tours, visual preference 

surveys 
• Newsletters and special publications 
• Special events and activities 

One City's Vision: ANelghborhood·Frlendly Community. Gresham preserves and enhances existing neighborhoods, while providing 
affordable new housing opportunities for the city's growing population. Avariety of housing types, decentralized neighborhood community 
centers, electric neighborhood shuttles linked to downtown, and "live-work" communities close to major arterials and transit stations 
gracefully accommodate growth while minimizing sprawl. From Gateway to the Year 2020, Envision Gresham. Artist: Laurie Heinz-Jenkins. 

Public participation will be much more limited in a simplified visioning process. Ways 
to achieve public involvement in such efforts might include surveys, public meetings, 
special publications, and representative steering committees or task forces. Representative 
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•
groups, in particular, are an excellent way to assure citizen input 
when the use of more ambitious public involvement techniques is .. limited. 

Two of the success stories in this gUide illustrate very different 

• approaches to public involvement. In Corvallis, the visioning process 
was highly participatory. In Newberg, public involvement was more 

•
limited and targeted. 

t Helpful Hints ... 
f

•,
• Use public involvement strategies that are consistent 

with the overall design and scale of the visioning process. 
• Schedule and publicize public meetings and (vents 

well in advance. Make sure they are carefully planned and 
well facilitated. 

• Avoid scheduling public meetings that will conflict 

"-f

with holidays, vacations or important community events.
 

•,
 Organizing and Using a Task Force
 

,
 Setting up a citizens steering committee or task force is recoln­

mended for any visioning process regardless of its design or scale. 

3	 Such a group will help ensure community involvement and increase 
the likelihood of successful follow-through. Acitizens task force may 
oversee the implementation of the process, such as reviewing major 
products and approving final policy decisions, or it may be directly 
involved in actual planning activities, such as developing scenarios or 
drafting the final vision. 

~ 
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Generally, the more comprehensive the visioning process, the 
more active the citizen task force should be. If the group is going to 
be heavily involved in actual planning activities, it should include 
more hands-on participants than community figureheads. Any 
visioning task force also benefits from ilt least a few visionaries who 
can see the community from a larger, more creative perspective. 

Helpful Hints ... 
• Choose task force members who understand and strongly 

support the visioning pro~ct. 

• Appoint task force leaders who Ciln do a good job of 
directing and facilitating meetings. 

• Build camaraderic and tealn spirit through such activi­
ties as special introductory sessions or team-building exercises. 

• Build momentum by schedu\ing meetings regularly 
and interconnecting their results. 

• Avoid overly long mcctings.	 Use subcollllllittees, work 
groups and techniul1 support to reduce task force workloil(l. 

Communicating and Promoting the Process 
--------- ._-------­

Became the vision must be shared, understood and sup­
ported throughout the community, cOlllll1uniciltion is essential. From 
the beginning, everyone from elected officials to locill citizens should 
know why the visioning process is being undertaken, how it will work 
and what it will ilccomplish. In addition, actual participants need to 
understand exactly where they are in the process amI what is expected 
of them. . 
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Both colnmllnic.i1 it1l1 'I!ld spccitic prolllotion~l1 activities will hclp 
make this happen: COlllmlll1icatiol1 to cducatc the public ~ll1d 

promotion to gct 111('n1 in\ojq>d. 

l;ood comillunication mcallS that thosc managing the process are 
paying cOllStant attention to wlw needs to know what, and when. 
The morc comprehensivc the Visioning process, the more challenging 
this can be; sOlnc planl1crs likell managing a Visioning process to 
conducting an orchestra. Prolllotion requires getting the general 
public intcrcsted and involved in the process. If the process has been 
designed to include a large amOlll1t of public participation, such 
activities are all the more il)lportant. 

To a degrce, comlllunication ,md promotion activities overlap. 
Both can be approaChed using swch tools as: 

• Newsletters and speciai publications 
• Newspaper articles 
• Public service announcelllent~ 

• Editori,1! endorsements 
• Public meetings 
• Special events 

Helpful Hints . .. 
• Develop a name and logo for the visions project that 

comllJunicates an overall themc. Use it throughout the 
process to reinforce image, identity and purpose. 

• Don't take public awarencss for granted.	 Use every 
available comlllunication tool to explain and promote the 

process, including free pUblicity. 
•	 Use special evcnts to promote the process, such as 

public forums, guest speakers, and cultural, arts and school 
Jctivities. 

Following Through 

The single most common criticism of a community vision­
ing process is the lack of successful follow-through. The problem in 
such cases is usually not the visioning process itself, but rather, how it 
has been implemented. 

Actlon planning can be an integral part of visioning, but it is up 
to each individual community to make it so. 

There are several reasons why follow-through in a visioning 
process may be weak: 

•	 The community never develops an action plan. 
•	 The community develops an action plan but does not involve 

key stakeholders 
•	 The community never implements its action plan 
•	 The community fails to monitor progress in implementing its 

action plan. 

Rather than a formal action plan, some communities have opted 
for speCific projects linked with other community action efforts. 
While this approach can work, the absence of a unifying action plan 
may make it more difficult for the individuals sponsoring the projects 
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Chehalem Future Focus further reduced costs by condensing its public involvement procell;lIl1"l ''''' Ihe ,mm""" h:,,,q bdm ,,, '<owb"':, 0"'100, wile" they sci cui to 

SUCCESS STORY: 
Chehalenl Future 
Focus 

involvc the comnllillity in crmtillg a vision for thc future. 

Thc need for such i1n elfort \ViiS deilr In the mid-1980s, city officials had made several 

i1tteill~ts to gillvclilile 1I1c lOilIlnllllily i~ new directions - only to have those ~rojects 

rejected by voters. 

"There W,IS no consensus on which \VilY we \Vclnlcd to go," said Newberg City Manager 

DUilnc Cole. 

So Cole ami IJthcr i1rca leadcrs dccided to provide aforum for locill crtizellS to discuss, 

debille and ultimcltcly decide on the future they \Villltcd for 

relying heavily on a 28-member steering committee for community representation; and produc­

ing only a few highly focused, targeted communications pieces. 

One of the prime communication vehicles was a slide show prepared by city staff that 

depicted the probable future of the Chehalem Valley if current trends remained unchecked. The 

slide show served as a dramatic wake-up call alerting the community to the need lor change. 

Of particular note was the way Chehalem Future Focus went about creating its preferred 

vision: In one night. On November 7,1991,120 members of the community met for alour-hour, 

inlormation-packed, high-energy community 

their corllmunity. workshop.
/ICollectively, the jurisdictions cover apopulation

Newberg linked lip with other entit!es in the Chehalem Participants reviewed the Community Snap­

Vailey who were logicill partners for creating a community of about 24,000. Their combined budget for the shot and values statement that had been pre­

vision: The nearby City of Dundee, the Newberg School process was only $10,000. II pared, and viewed the "probable future" slide 

District, Chehalem Pillk and Recreation District, and the
 

Newberg qlamber of Commerce Collectively, the jurisdic­

tions cover a population of about 24,000. Their combined budget for the visioning process,
 

named "Chehillem Future Focus," WilS only $10,000.
 

How did they manilge such a big task with so little money? 

First, by learning flom the experience of others \Vho had already been through a 

visioning process, including the City of Portland and its Portland Future Focus project. 

Chehalem Future Focus i1lso ke~'l costs down by relying on existing city staff and focused 

assistance fronl outside experts. City stilrr prepared a "Community Snapshot" analyzing the 

trends and issues affecling the Chehalem Valley. Aconsultant conducted a community 

survev orl values and city staff used the results to develop a community values statement. 

show. They then divided into groups to de­

velop a preferred luture lor each of nine target 

areas. At the end 01 the day, all the ideas were brought together to create the framework for a 

comprehensive community vision. 

The local jurisdictions involved now use the Chehalem Future Focus vision as their guide in 

making public policy decisions. 

"It seems like every time something comes up for a policy decision, we ask ourselves, 'How 

does this fit with our vision?'" said Cole. 

Though no formal action plan was adopted as part of the visioning process, city officials have 

introduced specific action initiatives to help achieve the vision. In addition, the City of Newberg 

plans to revisit the vision in 1993 and begin the detailed process of creating aformal strategic plan 
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