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Perhaps we can begin with the second goal. Talen points out, that monitoring should be
central in planning theory and practice:
If plans are meant to be devices for fostering communication and if adherence to
plans is irrelevant then the way plans are developed must be revised. If, on the
other hand, plans are formulated with the intent of being implemented, then an

evaluation mechanism should be part of the planning document and their delivery
must be clearly defined (1996)

As we have seen, much of what has been done under the name of visioning is of very
questionable value since it is too vague and general to be of any real use in guiding
decisions. Still, Talen's suggested methods for evaluating planning results could be usefully
applied to visioning exercises and there are also other approaches. In her master's thesis for
the Faculty of Environmental Design, University of Calgary, Feick laid out a very
comprehensive and valuable methodology for evaluating vision based planning.

The material collected in this research does provide an information context that may be
useful to other investigators in the form of a base-line for the ongoing monitoring of plans
containing vision statements. However, it should be realized that there are a number of
difficulties that will constrain monitoring. Some of the municipalities represented in the
case studies will disappear in their present form due to government restructuring. At the
same time, the term visioning appears to be less commonly used in recent practice. This
means that even though there are some valuable elements in the vision statements, many
planners will choose in the future not to refer to their plans using the word vision.
Nevertheless, it will be possible in some cases to track the effects that creating a vision will

have had on strategic plans.

With regard to the primary goal, that of advising planners on the use of vision in practice, a

few general points can be made and a set of guidelines offered. It is this researcher’s
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opinion that the efforts surrounding visioning, while not by any means a panacea, have had
some positive impact on planning. Focussing on the setting of goals is definitely a valuable
exercise that has perhaps been rediscovered. Looking for ways to accommodate diverse
opinions in a pluralistic society is another important aspect that has been strong in the
pursuit of vision statements. But what is perhaps the most significant factor that has
emerged from this study is the realization that planners understand little about the different
ways that people think about the future. It is in this area of fundamental applied
psychological research that future efforts will be most rewarded.

In the matter of potential visioning guidelines it is important to take into account the many
pitfalls related to vision that have been identified in this study while attempting to benefit
from the good points that have been developed. The ideas that follow grow in part directly
from the literature and the field research. They are also informed by the researcher’s own

experience and philosophy and are offered in the manner of considered opinion.

After the fashion of contemporary planning literature these guide-lines are offered in a
form organized around an anagram. The anagram is the word V.I.S.LO.N. These six
letters are intended to stand for five verbs and an exclamation. The words are Visualize,
Individuate, Separate, Inspire, Organize and No! It is suggested that before undertaking
the creation of a vision a municipality, or any other group, might be greatly assisted if they
carefully consider the six critical points of V.L.S.LO.N.

Visualize

Vision is about the visible. It is about pictures, images, spatial relationships and things that
can be described in a concrete way. This is the literal dictionary meaning of the word.

The use of the word vision in a metaphorical way tends to be misleading, confusing and
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ultimately ineffective. The great urban visions of the past were pictures, diagrams and/or
actual space organizing plans. So if people want a vision, they should be clear about what
they are talking about and beware of people who use the word with imprecision.

It is probably best for planners to stay away completely from the term visioning. Vision is
a noun that ought to have stayed being a noun and does not work well as a verb. Visioning
is a nebulous concept that has been completely corrupted not by malice but by too much
good intent. Many people have taken the word and imbued it in their own minds with all
sorts of embellishments that are not necessarily understood in the same ways by others.
When this happens to a word it potentiaily becomes a medium for misunderstanding and

disappointment rather than a term that communicates substantive concepts.

If a community wants to do visioning, they shouldn't. They should do planning. Planning
is a perfectly good word that has a long and noble tradition. Citizens ought to take back
the use of the word; recapture it from its narrow technocratic confinement and liberate it
from its bureaucratic prison. Planning is not just about filling out forms and making private
deals. Planning doesn't need any faddish and ill-defined techniques to mediate it. Planning
is about a community considering its future, making decisions about what it wants,
allocating its resources and moving forward. It might be done primarily by trained
professionals but it should always involve citizens either directly or through their elected

representatives. That is not visioning, that is planning, plain and simple.

Individuate

Each community is different and each person is an individual. That means that no formula

will work universally. Having a vision for an organization should be seen neither as a
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status symbol nor as an absolute necessity. Involving every person in the same way and in

the same exercise is not a reasonable approach.

There are municipalities and other organizations where having a clear vision or picture of
the outcomes the group aspires to is very useful. If the agency involved, for example, is
responsible for development and building permissions, then design parameters are essential.
The question of what the community wants its streets to look like and feel like is central.
Would many communities have wanted fringe strip development if they had known what it
would look like before it became the standard planning pattern all over North America? If
the area where planning decisions are to be made is specifically defined, as in the instance
of a park or neighbourhood or transportation corridor, then a visual expression of how it

will look in the future will be a very useful decision making tool.

Not all communities, municipalities or jurisdictions, however, will be well served by
attempting to articulate a vision. When a jurisdiction is primarily responsible for the
delivery of large scale services and when its function is largely procedural rather than
concerned with actual urban form, then a visual image of what it does may be too difficult
to express or too far removed from the kinds of decisions it has to make. We might
visualize a person waiting at a bus stop and being picked up quite quickly. That is a
palpable image and relates to an efficient public transit system. Whether designing efficient
routes and convenient schedules is dependent on that particular vision is questionable. In
some cases a vision may simply be impossible and not useful. A strong and diverse
economy is not a vision. Some public agencies or municipalitiecs may have performance
goals related to service delivery, policies related to functions and missions describing their
purpose but these should be called goals, policies and purposes; perfectly good and much

more precise words to describe what they are intended to describe.
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Communities are made up of individual citizens. There are grouping of individuals as well
but the fundamental unit of society is the person. People have individual interests and
groups have collective interests. Those interests are legitimate but the basic undertaking of
a community is the achievement of the common good, the best situation for the most
people while maintaining a minimum standard. Individual and group interests should
always be secondary to the common good. This presents a dilemma since dreaming of the
future is something that only an individual can do and not all people can do it to the same

extent and with the same skill.

How then do we reconcile the common good, individual and group interests and the highly
variable ability among people to create future images? While all people have the same civic
rights all people are not the same. Some people have well developed abilities to imagine
future scenes and events and are motivated to action by these images while others see
things primarily from the present perspective and are motivated largely by their
understanding of the past. In this case, those who have the ability to create visions of the
future, should. Those who do not have that ability, or perhaps it would be better to say,
those who have other abilities, need to find other ways to be involved in public as well as

private decision making.

There are a few specific ways that this can be done. First of all those capable of future
imaging should share their images as effectively as possible. As Bob Dylan sang, "you let
me be in your dream and I'l let you be in mine.” That might be accomplished through
visual preference analysis, computer image generation or numerous visualization methods.
Other people should demand this sharing, not from a position of weakness or inferiority
but from the stand-point of fairness and the belief that they have a genuine contribution to
make to the process. This might take place in a public consultation context or it might be

within some more select decision making forum.
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Part of that requirement for disclosure of future images might be a demand that covert
visions be exposed. A developer may have an image of herself or himself in the future
sitting on a beach in a sunny country having made lots of money by building ugly
structures back home. The people back home who have to live with that ugliness may
decide not to share the developer's vision of the future.

Finally on this point there is the question of sharing an image or set of images about the
future. While those images are individual by their nature and not readily conjured by all,
they can, if clearly expressed, be shared. People can adopt other’s visions and they can
modify their own to take advantage of good offerings. Individuals can agree to pursue a
certain picture of the future but it is always an individual decision. What should not and
cannot in fact be done is to have a future image by compromise, committee or decree.

That is not a shared vision.

Separate

It is vital to separate the meanings of the words that are used to talk about planning. Words
are important not in and of themselves but because they express substantive concepts,
emotions and because they inform action. We have already suggested that vision ought to
be taken to mean visual and concrete images. Other words that are useful in the context of
community strategic planning are of course "community'” "strategic" and "planning.” They
can be joined by goals, purpose, values, policy and others. We will not undertake to define
these words here. There is no single correct meaning for each of them. What is important
is for the people involved in any particular planning exercise to agree on these definitions
among themselves. They need to attempt that as they begin a planning exercise, and they
need to revisit their glossary of terms as they proceed. They should write these definitions



149

down and share them widely and they should challenge, question and correct each other in
public and private conversation as they work. When any person involved in planning
complains that others are just arguing about semantics, that is the mere meaning of words,
that person ought to be viewed with great suspicion since that line of argument often

preceds efforts to subvert the substance of the process.

The second aspect of separation is to understand that there is a difference between the
vision as a product and the process of developing the vision. The product can consist of
verbal statements, maps, drawing, diagrams, computer images and other concrete
expressions. The process is made up of information gathering, discussion, debate and
other procedural matters. The term vision is best reserved for the product while the

elements of the process can be called by their appropriate titles.

The final matter of separation concerns a temporal understanding or a separation of the
past, present and future. This is not as simple matter as it may seem because, as we have
emphasized, different people have very different conscious and unconscious attitudes about
time. People are also motivated quite differently by these perceptions. Back in the 1960s
when Gabor first wrote about 'inventing the future,' he may have almost inadvertently
captured one of the essentials about an understanding of time and how to approach itin a

planning context. What Gabor said was this:

The first step of the technological or social inventor is to visualize by an act
of imagination a thing or a state of things which does not yet exist and
which to him appears in some way desirable. He can then start rationally
arguing backwards from the invention and forward from the means at his
disposal until a way is found from one to the other. (1964)

In the first part of the passage the writer expresses the core notion about vision as a
determiner of the future. But in the second part he recognizes that not only that the future



150

is separated from the present but also that people have at least two separate ways of
approaching the future. Some can see it and guide their actions as if looking back from
that vantage point while others work 'forward from the means at their disposal.’ There is

no easy way to reconcile these different approaches but a recognition of the conditions is a

necessary first step.

Inspire

Great visions can indeed be inspiring. That is why the word vision keeps returning to our
lexicon in spite of recurring efforts by pessimists to debunk it. People probably have some
sort of latent desire to be inspired. So that is why, if someone has an inspiration and it can
be put info visual form and become a vision, then we ought to recognize it and allow
ourselves to be inspired. It is alright to give ourselves this permission. An increasingly
cynical world can only be changed by making room for inspiration. Scepticism, on the
other hand, is useful. Anyone offering a vision ought to be challenged and questioned and

required to justify their view but at our core we ought to be looking for such people.

While it is important to be prepared to follow a good lead it is also important to be ready to
offcr inspiration that vou may fccl strongly about. The significant factor herc is scparating
truly inspired vision from actions motivated by self interest. That is why clearly articulating

visions and allowing them to be subjccted to scrutiny is important.

The final point about inspiration is that it cannot bc bought chcaply. A community may
want to experience the lift of coming together and feeling the excitement of common
purpose, tcam building and conflict resolution. But if this is attempted without the solid
and exacting work required to bring lasting results, the thrill of the moment may be

followed by the discouragement that comes from the lack of real results. Many
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communities examined in this study experienced this rise in expectation as a resuit of so-

called visioning, only to face the disillusion of failure that followed.

Organize

Developing a vision that can be genuinely useful in municipal planning, or any other
organizational context, is not easy. All of the thinkers and writers who have considered the
process carefully conclude that it is time consuming, requires real dedication and demands
follow through. If a community or organization thinks they can develop a vision at a
couple of workshops they should probably adopt some other approach. If people become
enthusiastic and dedicated to a good vision, whatever its origins, that excitement is only a
preliminary step. All of the tough and time consuming elements of old fashion planning
still have to be dealt with.

In this regard it becomes essential to organize the process carefully. For this task it is
important to understand not just some of the innovative and motivating techniques that
might be on offer at the time from dynamic consuitants, but to know what the

fundamentals of good planning are and to be prepared to undertake them.

In organizing for effective community planning in which vision will be an element it is
important to recognize the rights, roles and responsibilities involved. While everyone has a
right to be involved not everyone has the same talents and skills. For that reason people
need to be comfortable about playing their appropriate role. Professional planners have
their place as do all the other members of the community. Planners must be very clear that
they are not the leaders of the community but its servants. In terms of responsibility there
will also be a differential. Elected representatives have a special place. While they may

genuinely want to involve a wide spectrum of the public they must accept ultimate



responsibility for community decisions. So-called visioning has too often been used by
politicians to deflect negative comment on their decisions or as an excuse (o abdicate their
rightful decision making role. Citizens who have only limited time to be involved need to
find the most effective and appropriate way to participate. Ultimately their responsibility is

to vote in or out the best people to represent them.

NO!

The last and most important letter in our anagram stands for the word No. Citizens,
planners, politicians and the whole of a community have to be able to clearly and loudly
say this word. There is little point in having a vision of the future, however derived, if we
are not prepared to support the things that will bring that vision about and say a cold hard
no to things that will compromise that vision. Saying no will always mean hurting
someone's interest. Never saying no inevitably damages everyone's interests and more

importantly hurting the common good.
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Munictpallties Tontacted Seeking Information Concerning Visloning Used In Strategic Planning

Munlcipal ity
Ajax
Aurora”
Barrie, City
Brampton
Brantford, City*
8urlington
Cambrdge
Oundas
Durharn Region
gast York
Flamborough
Fort Erie’
Souldbourn
Suelph, City*
Hsldimar.d-Norfolk Flegicn
Halton Hills*
Hzlton Region
Hamilton
Hamilton-Wentworth Region
King
Kingston, City
Lake of Bays Township
Lincoln®
Loncoon, City
Markham
Mitton
Missssauga
Musloka Districs
Niagara Falls"
Niagara Region
Nlagara-on-the-Lake*
Nerth Bay, City
Oakvill2*
Ottawa, City

Contact Person

Phane

Ms. Gwen Manderson (905) 685-4550

Sue Siebert

Mr. Jim Taylor
John Marshall
Matthew Reniers
Allen Ramsay
Cathy Connelly
Mr. Lou Spital
Kai Yew

Dave Olkawa
Brian Smith

Joe Mrozak
Debra Belfie

Paul Kraeling
Mary Elder

Karen Pianosi

Mr. Ho Wong
Joane Hickey-Evans
Mark Bekkering
Steven Kitchen
Mr. Jim De Hoop
Mr. Tom Pinckard
Carl Held

Brlan Turcotte
Meg West

Mel lovio

John Calvert

Mr. Jim Green
Doug Darbyson
3Seorge Nicholson
John Perry

Mr. Jeff Celentano
Ted Salisbury
Ted Robinson

(905) 727-1375
(705) 726-4242
(905) 874-2113
(519)759-4150
(905) 335-7777
(519) 740-4615
(905) 628-6327
(905) 668-7711
(416) 778-2049
(905) 689-7351
(905) 871-1600
(613) 836-4864
(519) 822-1260
(519) 587-4911
(905) 873-2600
(905) 825-6000
(905) 546-2700
(905) 546-2195
(905) 833-5321
(613) 546-4291

(905) 563-8205
(519) 661-4651
(519) 477-7000
(905) 878-7211
(905) 896-5000
(705) 645-2231
(905) 356-7521
(905) 685-1571
(905) 468-3266
(705) 474-0400
(905) 854-6601
(613) 564-1414

Address
65 Harwood Ave S
Box 1000, 100 John Way
Box 400, 70 Coliier St.
2 Wellington St. W
City Hall, 100 Wellington Sq.
Box 5013, 426 Brant St.
Box 669, 73 Water St. N
Box 8584, 60 Main St
Box 623, 605 Rossland Rd E
850 Coxwell Ave
Box 50, 163 Dundas St. E.
200 Jarvis St
Box 189, 2135 Huntley Rd.
City Hall, 59 Carden St.
70 Town Centre Dr.
Box 128, 1 Halton Hills Dr.
1151 Bronte Rd.
City Hall, 71 Main St.
Box 910, 119 King St. W.
Township of King Offices
City Hall, 216 Ontario St
3 Dwight Bay Rd.
4800 South Service Rd

Ajax
Aurora
Barrie
Brampton
Brantford
Burlington
Cambridge
Dundas
Whitby
East York
Waterdown
Fort Erie
Stittsville
Guelph
Townsend
Georgetown
Oakville
Hamilton
Hamilton
King City
Kingston
Dwight
Beamsville

Box 5035, City Hall, 300 Dufferin Ave London

101 Town Centre Bivd.

Box 1005, Victoria Park Square
Civic Centre, 300 City Centre Dr

10 Pine St.
Box 1023, 4310 Queen St

Box 1042, 2201 St. David's Rd

200 Mcintyre St. E
Box 310, 1226 Trafalgar Rd.
111 Sussex Dr.

Markham
Milton
Mississauga
Bracebridge
Nlagara Falls
Thorold

North Bay
Oakville
Ottawa

L1S 2H9
L4G 6J1
L4M 4T5
L6Y 4R2
N3T 2M3
L7R 3Z6
N1R 5W8
L9H SE7
L1N 6A3
M4C 5R1
LOR 2HO
L2A 256
K2S 1A3
N1H 3A1
NOA 1S0
L7G 5G2
L6M 3L1
L8N 3T4
L8N 3v9
L7B 1A1
K7L 223
POA 1HO
LOR 1B1
N6A 4L9
L3R 9W3
L9T 486
L5B 3C1
P1L 1N3
L2E 6X5
L2V 4T7

P18 8H8
L6J 5A6
K1N 5A1
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Municipality
Ottawa-Carleton Region
Peel Region
Pelham*
Peterborough, City*
Pickering
Port Colborne
Richmond Hill*
Sarnia, City *

Sault Ste. Marie, City
St. Catharines
Stoney Creek
Sudbury Reglon
Thorold

Thunder Bay, City*
Toronto, City
Toronto, Metro
Vaughan
Walnfleet
Waterloo Region
Welland

West Carleton*
Windsor, City

York Region

* municipalities that did not
respond or had not done

visioning exercises

Contact Person
Vs Sue Sams

vis. Katherine Bladen

Jack Bernardi

vir. Malcolm Hunt
vis. Catherine Rose
“harles Miller
janet Babcock
Albert Flintman
vIr Joe Sniezek
John Rody

2aul Smithson
vr. Tin-Chee Wu
Adele Filson

vr. Mark Smith
John Gladki

Vis. Lynne Morrow
John Stevens
pichael Higgins
Ms. Lucille Bish
Jlc Kerchel

fim Chadder
pob Hayes

¢r. John Waller

Phone
(613) 860-6058
(905) 791-9400
(905) 892-2607
(7086) 742-7771
(906) 420-2222
(905) 835-2900
(906) 771-8800
(519)332-0330
(705) 759-5371
(905) 688-5600
(905) 643-1261
(705) 674-4455
(905) 227-6613
(807) 625-2833
(416) 392-7186
(416) 392-8776
(905)832-2281
(905) 899-3463
(519) 575-4499
(905) 735-1700
(613) 832-5644
(619) 255-6500
(905) 895-1231

Address
Cartler Sguare, 111 Lisgar St
10 Peel Centre Dr.
Box 400, 20 Pelham Town Sq
500 George St. N
One The Esplanade
239 King St.

Box 300, 225 East Beaver Creek Rd.
Box 3018, 255 North Christina St.

Box 580, 99 Foster Dr.

Box 3012,, §0 Church St

Box 9940, 777Hwy 8

Box 3700, Stn A, 200 Brady St.

500 Donald St E

100 Queen St W

55 John St., Station 1071

2141 Major Mackenzle Dr.

Box 40 19M43 Hwy 3

150 Frederick St.

411 East Main St.

5670 Carp Rd.

Box 1607, 350 City Hall Square
Box 147, 17250 Yonge St.

Ottawa
Brampton
Pelham
Peterborough
Pickering

Port Colborne
Richmond Hill
Sarnia

Sault Ste. Marie
St. Catharines
Stoney Creek
Sudbury

Thunder Bay
Toronto
Toronto
Vaughan
Wainfleet
Kitchener
Welland
Kinburn
Windsor
Newmarket

K2P 2L7
L6T 489
LOS 1E0
K9H 3RS
L1V 6K7
L3K 4G8
L4C 4Y5
N7T 7N2
P6A 5N1
L2R 7C2
L8G 4N9
P3A 5W5

P7E V3
M5H 2N2
M5V 3C6
L6A 1T1
LOS 1VO
N2G 443
3B 3K4
KOA 2HO0
NSA 651
L3Y 6Z1
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THE USE OF VISIONING IN URBAN PLANNING - PH.D. Thesis Research
Robert Shipley - University of Waterloo School of Urban and Regional Planning

SUMMARY OF CHARACTERISTICS OF MUNICIPAL VISION STATEMENTS Page DEFINITIONS
Place Tense | Visuality Detail Complexity/Clarity Innovativeness General Comments
The agency o | Whether The extentto | Comment Comments on the Is the statement Useful observations not
municipality, | the vision which the on the questions of whether the different from the covered under the
The planning statement vision length and statement contains more kinds of standard other headings.
exercise in was stalement is specificity than generalities expressions of
which articulated literally of the Whether it might be planning goals
visioning was | in future, visual; thatis | vision understandable to a and objectives
used and present or referring to statement. broad range of people. that were used
The date or past tense objects, betore the term
approximate | What, if landscapes visioning became
date of the any, is the or other popular.
exercise. particular tangibles.
date or The extent to
time which it is a
period to word
which the picture.
statement
refers.
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THE USE OF VISIONING IN URBAN PLANNING - PH.D. Thesis Research
Robert Shipley - University of Wajerloo Schpal of Urban and Regional Planning

SUMMARY OF CHARACTERISTICS OF MUNICIPAL VISION STATEMENTS

Page 1

Place Tense Visuality Detail Complexity/Clarity Innovativeness General Comments
Ajax - a process was initiated in
Somerset Cove Feb. '95 to create a vision for
Neighbourhood a particular neighbourhood
1995 but as of Jan '97 the

statement not received
Barrie - presentbut | - no images or - four policy - words such as promotion, - not significantly - statement of values
Strategic Plan with no word pichures arcas mentioned | encouragement, cultivation and | different from traditionul
1994 projected date | expressed but only one line} stewardship used goals type statements

cach

Brampton - current - no images - short densely | - general phrases such as - statement conforms to | _ statement sefs out some
Internal Strategic presen.t worded outline | working cooperatively, respect | the type c(.)m'monly values and procedural
Plan for Planning | - c?ngoulg of working flexibility cilled a mission guidelines such as providing
Department 1996 | With no future approach to - some words are current codes

professional service

date planning admin. | such as "clients"
Burlington - generally - strong visual - 7 paragraphs | - housing, work areus, transport | - somewhat different - primary sentiment in
Official Plan 1992 | fiture with | references with quite and parks mentioned in some | than traditional goals statement is that city will not
part in current | describing specific detail as to how they will look, | statements change very much in
przeosent llelghbolulioois, references operate and how they will feel appearance though there will
- 20 year transport, work

- straightforward and casy to

be undeslying change

horizon places and parks understand
Cambridge - present -Ihcritagc, the - three short - words such as celebrate, safe, | - appears Q“%‘ﬁ - although the vision is
Community - 21st century nve.r, natural paragraphs cach | clean, enjoy, business growth, com‘p'rehcnswe und not a general the gouls and action
Strategic Plan in general environment and Jonadifferent | strong leadership, pride and (m.dlﬁmlﬂl land-use plans that grow from it are
1994 nengh»bomhoods theme entrepreneurial spirit but very | oriented P"?n hor 4 primarily an economic
mentx.oncd but not general narrow social policy plan development strategy
described
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THE USE OF VISIONING IN URBAN PLANNING - PH.D. Thesis Research

Robert Shipley - University of Walerloo School of Urban and Regional Planning

SUMMARY OF CHARACTERISTICS OF MUNICIPAL VISION STATEMENTS Page 2
Place Tense Visuality Detail Complexity/Clarity Innovativeness General Comments
Dundas - never completed
Official Plan 1996
- seven policy - statement is grammaticall o
East York - future - no images or _— . A ally - not significantly - statement of values
. . ) areas named incorrect and somewhat ,
Official Plan 1995 | - no specific | word pictures but only a . different from
. difficult to follow "
tme expressed couple of words traditional goals type
each statement
- current - some pictures €81 . 2 symmary . derab .
- t . . .
Flamborough present hopes | woodlots; some oes. 8 hascs ther'e 5 considerable detailon | . o are similar | - many of the detailed
Strategic Plan . Pages, o pages certain issues such as the . ) i
for future negatives €.8. 10 | with more R to conventional goals stutements are quotes from
1996 : beauty of the escarpment but ific individuals. it mial
with no set sprawl but most detailed . specific mdividuals... 1t might
. ) clae many points seem to concem be questioned h
time frame not visual comments olutions to current problems e questioned how
Solulo current problems representative they are
“no - publi . . - Soime conlradichon e,
Gouldbourn né actual public tallfed -recommend- | _ whole strategy called a vision | - not significantly I inst strip mall
Community vision about solution to | aion about 20 . . , _ policy against strip malls to
ni - very detailed planning policy | different from in street the
Development statement current problems | pages . - , save main street then
) B and zoning recommendations | conventional growth ds for stiib M
Strategy 1996 - recommend- | so were often site that are auite specific Strate standards for stip mall
ations specific tat are qutle speciti AeBY development
e edis 1- i . o ) _ » - has the feel of a document
Haldimand- ferm us dis ot strongly - vision/gonls - in spite of their length the - reads like a traditional .
vision/goals | pictoril stutement is 8 tatements are couched in slanning forecast but that sturted out o be
stu 3 P niche 3 . .
Norfolk statement - policy terms used [ nioos fone but > it e ! g : something different than the
) pages long generalitics, i.e. encourage this, | one based on desires e
Official Plan 1993 | - future such as much concems . o way it ended up
. I consider that rather than projection of shows siens of enfeeblis
- 20 year intensification and | Holicies (how . . . - Shows s1gns ol enlecbling
‘ . , P - the language is not difficult current trends although .
horizon words like scenic | o) ruther than . . compromise
and lifestyl i : but neither is it directive trends are sometimes
(W i s nf .
1 Hlestyle images of mentioned

desired ends
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G - PH.D. Thesis Rescarch

Robert Shipley - University of Waterloo School of Urban and Regional Planning

SUMMARY OF CHARACTERISTICS OF MUNICIPAL VISION STATEMENTS

Page 3
Place Tense Visyality Detail Camplexity/Clarity [nnovativeness General Comments
Halton - called - few visual - ubout 30 - statements are procedural - fairly traditional - this is really a statement of
Official Plan Vision of 90's | references and pages long but | policies which are clearly stated | policy statements procedural or administrative
Review 199] and Beyond | most of those most referepces | but not at all specific and would intent or as Part 3 states a
-some parts | general such as general be open to wide interpretation "Value System”
in future tense | fumland I T s
Offcial Plan 1994 |- miscture of | ~1io spesiic visui | - 2 pages ot |~ policy type statements DR the vision s un opsrational
current references general afirming sustainable undenaking to preserve the
present and comments development, fostering land for future generations
future well-being and so on stating values such as caring
- 2011 and equity
Hamilton -presentand | - some specific -1to3short |- alarge number of issues are - the \'fSiOIl state@ents - the statements seem
Official Plan past but inan { images such as paragraphs on | touched on with reasonable are qtlllle “0"}31 “:'“h the | intended to be retrospective
Review 1996/97 un-specified walking trails and | each of 6 clarity but not in great detail fOl.IOW_lng objectives views from the future but
time period sirectscapes themes being in a more that is not altogether clear
- negatives images conventional form from the document
¢.g. agglomeration
Hamilton- - present - there z'are many - 4 pages of - the statements are clearly o - vision statement shows a
- 2020 word pictures dense text worded and many are very - this is in large part a boldness not diluted by
Wentworth describing scenes specific in their references to the | genuinely different kind | compromise and indicates a
Official Plan 1993 of communities, way things look and the way of planning statement consistency in the process
landscape, transit, people feel and behave although from its original intent
quality of life and there are some generalities such through to its completion
work as adequate food and safety
King - current -noimages atall | - one sentence | - most general statement of un- - it is hard to imagine that the
Strategic Plan 1995 |present defined values such as - resernbles what is statement provides "clear,
- title prosperity, vibrancy and pride | commonly defined asa | powerful message” as stated
indicates 2000 mission statement

- consultant did not include o
vision in work plan but one
appears in final document
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THE USE OF VISJONING IN URBAN PLANNING - PH.D. Thesis Research

Robert Shipley - University of Waterloo Schoal of Urban and Regional Planning

SUMMARY OF CHARACTERISTICS OF MUNICIPAL VISION STATEMENTS

Page 4
Place Tense Visuality Detail Complexity/Clarity Innovativeness General Comments
Kingston -n/a -Va -a -a - Wa - in spite of an elaborate
Strategic Plan process no finul vision
1995 statement or document was
completed although some felt
: i the exercise was worthwhile
koo [ | e o | oo anei | o | b
Vision 199 gra ' a > ‘ ‘ us | < “ 1, pe I | fing documen followed by list including
children's fesh air etc. specifics living and recreation statement sound economy, heritage, etc
children
Lppdon - mostly in - pot particularly |- stalemefus for | - most of the statements are - the idea of having an - aithough the OP intro states
Vision 1996 future with a v1sual' even vyhen each section of | very general and use language | OP based on visions is that the visions "convey an
(Basis for twenty year | referring toriver | plun a sentence | such as "wanting a safe and different but in the event image" of the fusture city
Strategic Plan, OP | horizon valley etc, each except healthy community" they read like most of the statements are
and other plans) (some parts in general on for | - vision statements tjollowed by { conventional policy very general policy and
present) OP whichis9 | goals also general with terms preambles procedural guidelines
paragraphs such as affordable and available
Markham - mixture of | - ffbs?lutely visual |- mult.mIe pages | - eas'ily unc'ierstood fmd vgry - not typical of nany - this plan takes the form of
Markhan Centre | current Wlth mt.cgmled organized by Spem.ﬁc guidelines for design of | contemporary urban Visual Preference Survey™
Vision Plan 1994 | present and xllu§tmnons both |[themes suchas | physical space planning documents but | 1. b oo onducted by
future of no | typical photos and | transit, streets, like other design

specific date

generic diagrams

housing and
open space

guidelines of the type
associated with heritage
districts

Nelessen & Assoc. and while
called a Vision Plan is really
the precurser for urban
design guidelines

Mailton :'mhmh'\'re 1e. | - no images - the wsxorI\ BE point form generahties sucp as | - beginning an economic | Niagara Escarpinent is
Strategic lobe... alutefncnl itsell’ | promoting lu.:ul.lh and fos'tenng dsvclopmcm document | 1nontioned as the most
Communily consists of only cntreprenegnahsfn. orgamz.cd with values may be important feature and its
) 10 words under headings living, business | novel but the goals and srotection is called fi
Economic ) ) protection is called for
followedbya | and leisure strategies that follow are
Development

Plan 1994

list of values

in typical policy form

0L1



THE USE OF VISIONING IN URBAN PLANNING - PH.D. Thesis Research

Robert Shjpley - University of Waterloo School of Urban and Regional Planning

SUMMARY OF CHARACTERISTICS OF MUNICIPAL VISION STATEMENTS Page 5
Place Tense Visuality Detail Complexity/Clarity Innovativeness General Comments
Mississauga - future - not visual with | - vision - the objective and strategic - the vision statements - many of the objective and
Stafegic Plan 1992 | - 15 to 20 year only general statements a‘leOI\ statements that fO!IOW read very much like the | action points under the
horizon reference to things [ themselves very | visions (3 to 6 each) outline goals given in the 1992 | vision statements are like
like the city centre | general areas of interest but remain very | OP performance objectives or
- little visual general states to be achieved
Niagara Parks | current reference in - the statement | - the statement is really anintro | - the plan is a classic - while the Parks Comunision
C issi present statement which itself refers only | to the report which lays out master plan in the is not @ municipality (no
OMIMISSION 1\ ojecting 100 | speaks more of | briefly to water, | intricate concept plans using tradition of works that | elected leaders) it has many
100 Year Vision, years into the |attitude, synthesis | rocks ete. but | maps, diagrams and pictures in the past were termed | of the samne characteristics
20 Year I?lan > future and innovation | the whole report visions and this plan has influenced
Year Action Plan is rich in detail many subsequent planning
1988 efforts
North Bay - future with | - no images - I sentence - states that working together - the statement is more | - vision seems in this case to
Economic no apparent the community will implement | characteyistic of a be a misnomer
Development Plan | time horizon the action which are outlined mission
1996
Otlawa - current - for its length - 2 paragraphs | - since the area being described | - the statement is quitea | - the shifing tense probably
Alta Vista present, future | quite full of with some is only a section of the city the | fresh introduction to a reflects attempts to include
Neighbourhood and present at | specific images e.g, | details degree of detail may be planning document differing inputs and also
1994 some linked open spaces, appropriate to capture the sense differing ways of expressing
unspecified | trees and quiet of the place intended ideas about the future
future time spacious streets
Ottawa -futureinan |- no visual images | - vision consists | - points are alt very general with | - the vision statements | - perhaps because the Region
Carleton unspecified of 12 sentences | tenns such as model region and | and ideas for how are deals primarily with services
Community time period each dealing access to services but each issue | similar to goals and the emphasis here is almost

Vision 1995

with a different
issue e.g. safety,
caring economy
ete.

has a number of "ideas for how"
attached which provide some
additional deatil

objective statements in
traditional plans

entirely on procedural
matlers such as providing
education, promoting
economic activity and so on
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SUMMARY OF CHARACTERISTICS OF MUNICIPAIL VISION STATEMENTS Page ¢
Place Tense Visuality Detail Complexity/Clarity Innovativeness General Comments
Peel - future - only general - | sentence - very generul commitment to - a standard statement of | . there is some amplification
Corporate Strategic | without a reference to mix nurturing well-being general goals of intent under the heading
Plan 1994 stated time of rural and urban elements of vision und goals
horizon but they remain fairly general
Pickering - infinitive (to | - no images in - | sentence in | - the inibal statement 1s very - the 1itial viston - it appears that as of Feb 96
District Plan build) in vision statement statement with | general and the 5 theme statement is much like a | he OP was still in draft form
Review (official statement and | and only general | several pages | statements only a little more conventional mission and therefore the vision
plan) 1992/96 current ones in themes of theme specific; the latter mostly end while the theme which had been crafied over
present in e.g. distinctive outlines with prescriptive “should” statements are directives | 2 years earlier was not yet
themes setting, rural statements or admonitions formally adopted
-no statement | - n/a - Sstatements | - document is only 2 pages but | - not particularly - given the modest nature of
Port Colborne |5 such. short of themes with | breifly states a number of things | different from previous | this docunent the "Image
Vision 2005 document 1 sentence each | that the community feels are strategic plan outlines Slogan" of being a model
Strategic Plan (?) | called Vision important while expressing city for the country seems a
2005 some basic values as well bij atpbitions
St. Catharines |- future - no images in - vision - general statements using terms | - the vision statementis | - while the vision does state
Strategic Plan 1995 without any vision statement consists of 3 such as caring and prosperous a somewhat different aspirations, as the docuunent
specific ime | and even in the short community, strong and diverse | preamble to a plan but promises, it is difficult to see
frame action section paragraphs economy etc. the goals, objectives and | how it can serve as a guide or
under goals and actions are similar to how it embodies the key
objectives there previous documents ideas for the future since it is
are few specifics not at all specific
Sault Ste Marie - current - no images - 3 bullet points | - very general using terms such | - the vision is in fact the | - the vision concept played a
Focus 2020 present and | sentence | as promoting a superior quality | mission statement from

Strategic Planning
Process and
Official Plan
Review 1993/95

of life

an earlier planning study

very minor role in the City's
Strategic Plan Development
process
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SUMMARY OF CHARACTERISTICS OF MUNICIPAL VISION STATEMENTS Page 7
Place Tense Visuality Detail Camplexity/Clarity Innovativeness General Comments
Scarborough |- presentand | -no images in -2 sentences in | - the intial statement is very - the statement is much | - while this is cailed a vision it
Information future with no | vision statement | the initial general with terms such as like a mission while the | might be berter described as «
Technology particulay time | but the following | stateiment with 9 ] optimnal use while the supporting points are business plan
Vision 1995 frame points are quite subsidiary supporting points are primarily | mostly service delivery
concrete points procedural objectives
Stoney Creek |- words and | - many of the - series of words | - examined reports dated Jan 96 | - in part the reports were | - what-can be seen in the
Visioning phrases some | points are quile and phrases were not final docurnents and conventional strategic evolution of the reports us
Exercise 1995 from current | clear imnages e.g. were in point form without planning strengths - they were 'refined’ is
perspective waterfront park, much detail weaknesses outlines with | compromise and a dropping of
e.g. better walkways some future iinages nany points
- current - primarily process | - 9 pages of - it is easy to read and covers - the preamble and - the statements in the vision
Sudbury present with | tenins e.g. working | fuirly dense text | many points but mostly deals ecological approach were | do not really follow the guide
Ramsey lj“ke many ‘shoulds'{ together but some with means such as education, | novel at the time but set ot at the beginning
Community and 'musts’ general images e.g. property acquisitions etc. and most is a good but - it was arguably a successtul
Improvement nodes around less with images conventional planning plan but mostly because of
Plan 1991/92 shore policy outline ood fundamentals
- present - not particularly |- 8 points of | - statements are very general - these are fairly - it is perhaps understandable
Metro - unspecified | visual except in sentence each | and deal largely with services conventional upper tier | that the largest municipal
Toronto time in futuse | general e.g. parks such as affordable housing, government planning government would find it
Draft Official - called goals ] extensive, nature efficient transit, diverse goals difficult to design a suitable
Plan 1992 and objectives | preserved employment which are Metro participative vision process
and a vision level concems - while the vision development
Metro - final vision in| - final version full |- page and half | - the final vision is very clear - the vision is unlike process was clearly imanaged
present, refers | of vivid images of dense text and evocative of u feeling in traditional planning the final version appeurs to do
Toronto to 21st century | e.g. wild flowers, part because it is long enough document goals a good job of including the
Waterfront Plan while earlier | views of the lake, and deals with specific images | statements input in a dynamic way
1994 versions are | theatrical - there are still a few - this is not a watered- down
mostly future | productions compansons with the present consensus
conditional such as more public land
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time reference

images

items

customer relations at city hall

SUMMARY OF CHARACTERISTICS OF MUNICIPAL VISION STATEMENTS Page 3
Place Tense Visuality Detail Complexity/Clarity Innovativeness General Comments
Thorold -20f5arein |- none of the vision { - statements all | - the statements are very very - vision statements could | - the 5 sections represent clear
Strategic Plan, Task the infinitive | statements contain | | short sentence | general but each is accompanied | be called purposes for community aspirations with
Force Reports 1995 while 3 are images but attached| except leisure & | by a series of more specific policies while the reasonable goals but it is
present, no recomimendations | recreation which | recommendations along with recomimendations are difficult to see why one would
speaifc period [do is 2 implementation notes & costs | goals call thein visions
Vaughan - initial vis%on - vision general but | - vision is 5 - vision and expanded elements | - vision and elements are | - much of the future vision is
Vision 1996 future, while | expanded elements | short statements,} are clear but general with not in traditional form about policy and procedure
expanded form| have some images | each with 4to 9 | following goals and strategies but goals and strategies | e.g. business principles guide
present, 2003 explianations also quite general in nature are conventional policy, complementary plans
Wainfleet - past from the { - a statement very |- 2 pages of very | - the vision statement is both - s a basis for planning | - there appears to be little
Community vantage point | rich in images dense text with | clear and complete with this statement is unlike diminishing of colour in the
Strategic Plan 1995 |of2010 16 paragraphs | descriptions of the landscape the traditional approach | statement necessitated by
(some very site specific), in its vividness compromise although there are
villages, activites and even the a few potential conflicts e.g.
home cooking ’ ’ a
Waterloo - final version |- original 3 - {inal 4 pages of| - although there is some degree | - final vision statement is | - the first and last versions of
Official Plan 1996 {Presentand scenarios very dense text but | of detail, ¢.g. mixed land use non-traditional but earlier | the vision were drafted by staft
past as stated | visual as is final less detailed nodes, it is fairly general while | vision principles were and are somewhat innovative
in the year version; intervening| than original much of the text is procedural value statements and but much of the public input
2010 steps much less so | scenarios e g. planning framework for original scenarios were was policy oriented, i.e. not
' decisions by Region on land use | like growth options about what but about how
Welland - presentand |- a number of quite | - 4 short - ideas of a revitalized core and a | - actual vision statement | - much of the docunent is
Mayor's Task Force Pnst as stated | specific images paragraphs new highway are clear b'ut quite | is not in the form of older | statement of problems and
9ol m 20.9.1 R general as are the other unuggs planning docuemnts - recommended actions
Sinfinivéie, )T e < points indér iéadings of goals < fairly conventional " | -'this is a wish hslmcludmg T
Community to develop, to | - reference to - mulpple pages anq suggested actions, many statement of goals many ofd ideas never realized
Strategic Plan 1994 promote, no | places but no clear |of point form points procedural e.g.good before; hard to imagine how

this list will make a difference
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SUMMARY OF CHARACTERISTICS OF MUNICIPAL VISION STATEMENTS Page 9
Place Tense Visyality Detaqil Complexity/Clarity Innpovativeness General Comments
Windsor - present with | - no specific - | sentence - clairns to be ‘clear and - except for the one short | . values, vision and issues were
Community no specified | images except powerful' but is very general, statement the rest is considered separately which
Strategic Plan 1996 | date international more details in objectives conventional strategic might have been und
gateway section but those stated in future | planning interesting feature
. - present with | - general - | sentence - the document consists of - the vision statement is | - the healthy community
Woolwth the year 2016 | references {0 rural layers beginning with ashort | much like a mission guiding principles previously
Cf)x‘nmum(y as the horizon | and small town vision statement, then values, | although there is a developed in a visioning
VlSlf)n Staternent character then strategic issues and goals | separately stated mission | exercise are appended to the
1996 - all are quite general and mainly | containing similar points | Township vision document
procedural e.g. provide good - most of documentis | . these contain a bit more detail
service, manage growth conventional policy plan  } but are also procedural
York - present - general - 5 sentences - while the vision statements are { - the vision document - it remnains to be seen how the
York Region 2021; |[stated in the | references to green very general they are amplified | begins with a difference | vision effort will affect the
A Vision 1993and | year 2021 space but no by a set of values, slatements of { and has the look of a new | application of the OP
Official Plan 1994 specific images issues and measures of success | kind of plan but the - the OP does include some

- however, most of those are
also very vague aspirations

- only the vision statement is
included in the QP but there
have been efforts to reflect the
values and issues

stutements of issues
become conventional
policy outlines

- the attemnpt to integrate
the vision into the OP is
somewhat more
innovative

visuals and mentions a number
of specific landscape details
and features such as village
main streets

SLT
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SUMMARY OF PROCESSES USED IN DEVELOPING MUNICIPAL VISIONS

Page DEFINITIONS
Place Participation Timing | Change Leadership/Facilitation Monitoring General Comments
The agency or | Who took part | During Did the What was the role of key Was there Useful observations not
municipality, | in the what involvement | participants and provision made covered under the
The planning visioning stages of | of the professionals (people paid to follow up other headings.
exercise in process. the public result | to take part) in the process. | the visioning
which process | directly in process.
visioning was was the | any
used and public alterations
The date or involved. | inthe
approximate vision.
date of the

exercise.
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SUMMARY OF PROCESSES USED IN DEVELQOPING MUNICIPAL VISIONS Page !
Place Participation Timing | Change | Leadership/Facilitation Monitoring General Comments
Ajax - town staff, - public - unknown - professionally facilitated at least | - unknown - this process is infended to
Somerset Cove Region staff, involved partly at the developer's expense help develop urban design
Neighbourhood public agency fr"'f‘ th'e guidelines prior to
1995 representatives beginning development
and public
Bal'l'if - community - public only | - unknown - stafT initiated and managed - provision in the - appears {o have been well
Strategic Plan leaders identified, | involved implementation plan | structured and based on
1994 info gathered in after main for annual review defined models
ward meetings, direction set
questionnaires
Brampton - all planning stafl’ | - n/a -n/a - staff directed - departmental vision | - the process was short, 2
Internal Strategic | except senior - a small core writing team is 10 be basis for 5 sessions, and described by
Plan for Planning | management who drafted the vision statement year business plan staff facilitator as perhaps
Department 1996 | were not allowed based on staff input "hokey" but did create
to participate - senior staff invited to buy-in excitement
Burlington - Gallop Survey, - began with | _ynknown - professional survey - new round of - process began with strong
Official Plan large sample, 40% | public survey - staft direction strategic planning public input and then
1992 retum, local club - final report by committee of 6 when each new leadership assumed by
leaders, interest . council, 6 senior stafl using council elected council and stafT
groups consulted public input
Can?bridge - a round table - public - unknown - professionally facilitated by The | - Economic - concentrated time frame
Official Plan consultation involved for Randolph Group Development - only 3 commumity forums
1994 involving range of | @4 month - council appointed Econoniic Comnittee to - 8% of workbooks retumed
citizen and interest | penod Development Committee implement and from groups and citizens
groups responsible for report monitor
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SUMMARY OF PROCESSES USED IN DEVELOPING MUNICIPAL VISIONS Page 2

Place Participation Timing | Change Leadership/Facilitation Monitoring General Comments
Dundas - sent oyt public -intended to | - wa - issuied terms of reference for OP - council seemed to feel
Official Plan 1996 | info on OP involye Review incuding vistoning but visioning was standard but

Review in 1995 public consultant hired recommended were advised ggainst going to

- stopped process against current practice public for nitial ideas
East York - no information
Offical Plan 1995
Flamborough | - 3 partners, the - selected - unknown - professional facilitation (person - a committee of ~ 300 people from 38 varied
Strategic Plan municipality, the members of unknown) with selected council is to community groups created
1996 community and public at first comtnunity participants and focus | undertake periodic vision; reviewed in n public —_

Regional Renais- | then general groups then involvement of review of plan workshops then action plans 3

sance Committee | consultation eneral public done by selected committees
Gouldbourn - public meetings - } - public - final strategy | - professional consultant - no information on - this is a very focused
Community - "dozens"” 'of involved seems fo (Sherwood) facilitated implementatin or dc.velopment plan l.'or the '
Development sinall meetings from start reflect consultation and drafied monitoring Stittsville community and is
Strategy 1996 - every houshold community discussion paper quite site specific

recieved concems

discussion paper

- planners began - staff - linked - the visioning was facilitated by - it is intended that - staff who undertook the
Haldimand- consulting with prepared natural areas Regional Planning staff who first the 5 year OP review | process acknowledged that
Norfolk politicians then background | and certain obtained "buy-in" to the process requirement will be getting people in their area to
Official Plan 1993 | involved the reports then | forestry from politicians used to monitor the think creatively about the

public sought provisions in - staff based their program on level of achievement | future was challenging

- staff drafted final | public input | OP camne madels that had been used in of the vision

vision statement through directly from other municipalities

workshops, | public input in
mail-outs visioning

and media
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SUMMARY OF PROCESSES USED IN DEVEI.OPING MUNICIPAL VISIONS Page3
Place Participation Timing | Change Leadership/Facilitation Monitoring General Comments
Halton - planning staff, - problem - unknown - process facilitated by Regional - this stage was to - both the review vision and
Official Plan politicians, focus getting public planning stafl feed into new OP so the final OP version gre
Review 1991 groups, general involved at no need to monitor considered here because of
............................ public Mt b ). |scpanately | the complexity of the process
Official Plan 1994 | - as above - involved - final version - as above - provision for state - staff recognize that they
from start far less detailed of the environment played a major rofe in
- specifics such reporting every three | shaping the vision
as severances years
excluded
Hamilton - planning staff - public input { - unknown - led by staff who believed they | - unknown - very sophisticated and
Official Plan 1996 | worked directly from "needed public participation to extensive public education
with citizens beginning get vision" and "vision could be prograim expluining the
- contacted 60 general or specific picture, issties planning process and issues
groups or just something to react to"
Hamilton- - staff, politicians, | - public - most of 400 - initial impetus for vison came - comprehensive - selected as a UN Agenda 21
Wentworth a citizen task force | responded to | suggestions from technical committee made program for annual Sustainable Community pilot
Official Plan 1993 | ™ade up of reports of the | from citizens up of health field professionals citizen involved project, this Region
community vision task were included - citizen task force and staff progress evaluation implemented a very
leaders, interest force in final guided process although there based on community | sophisticated and well
groups and public recommend- was a sta{f change part way measured indicators | supported program of which
ations through process visioning was a key part
- staff, politicians, | - general - indication of | - process facilitated professionally | - provision for an - consultant’s program did
King stakeholders in public some changes | by Randolph Group and overseen | implementation not call for a vision statement
Strategic Plan focus groups and | consultation by council/staff committee strategy but not for - one appears in the final plan
1995 public only late in monitoring - extent of public input in
process creating the vision is not

known
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SUMMARY OF PROCESSES USED IN DEVELOPING MUNICIPAL VISIONS Page 4
Place Partcipation Timing | Change Leadership/Facilitation Monitoring General Comments
Kingston - elected and - public - public desire | - public responded by voting - unknown - while there was genuine
Strategic Plan appointed officials | invited to for faimess in | preferences to questions set by enthusiasm foy parts of this
1995 and general public | respond part | neotiations politicians process there is recognition
way through | came through | - a consultant, Mary Lazier, that voluntary involvement is
process tabulate results to surveys socially selective
Lake of Bays - cogncil, general - public - unknown - stee@g committee of ' - committee - process seems 1o have been
Vision 1996 public, ratepayers, | consulted councillors with a professional recommended thata | genuinely open with a
pennanent and afier process facilitator, Drew Huffinan process for auditing | relatively high participation
scasonel residents | formnulated - claimed 2000 volunteer hours, progress be set up rale
by steering 55 public meetings with 995
committee people attending
- political and staff | - public - unknown - process facilitated by IER - unknown - process was very successful
L'o.ndon leadership, range | surveyed consultants with staff/council in involving hundreds of
Vision 1996 of community early then steering committee participants but there are
(Basis for groups, general invited to - after selective consultation a indications that there is now
Strategic Plan, OP public participate in workbook was prepared and resistance to implementing
and other plans) | _ 50k place over 3 | structured distributed to Vision Circles much of what was derived
year period way
- respondentsto | - volunteers | -n/a - Visual Preference Survey™ is a -n/a - unlike many of the other
Markham general call for from public proprietorial technique of exercises in this survey this is
Markhan Centre volunteers took part in a Nelessen & Assoc. of NJ which a well developed and very
Vision Plan 1994 pre-desined involves showing visual images specific technique with the
structured to people and measuring their clear purpose of developing
process response in a systematic way design guidelines
Milton - council, staff, - public - unknown - professional facilitation came - implementation - public input appears to have
Strategic government and involved in from {ER consultants with theme | plans but no follow been an invitation to react to
Economic community surveys al task forces made up of invited up on vision plans developed by task
Development representatives first then community and goovernment indicated in forces and committees and
Plan 1994 workshops reps and chaired by councillors documentation expressed by consultunts
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SUMMARY OF PROCESSES USED IN DEVELOPING MUNICIPAL VISIONS Page 5
Place Participation Timing | Change Leadership/Facilitation Monitoring General Comments
Missjssauga - Senior Staff -visiondraft | -amendments | . the creation of the strategic plan | - annual review by - 100 groups were invited to
Strategic Plan 1992 | Management begun 1989, | toobjectives | based on visiop stalements was senior staff comynent; 6 responded
Team with counci] | publicinpyt | and actions seen as a senior staff management team including | residents group,
input and public 1992 but not to 9 responsibility the arts council, 1
response vision environmental group and 3
statements ‘gavemiment agencics
Niagara Parks | - the vision was stake‘holders - unknown - vision drafted by the firm of - Parks Comm - in one way this is a classic
Commission prepared by mcludn‘ng,. Moriyama & Tashima with encouraged to revisit | Muster plan by the master but
. consultants commission sensitivity to the ideas and vision and update bnt | the approach may be as
100 Year Vision, members and knowledge of stakeholders but not | no formal monitoring | consullative as those with
20 Year lflan > local leaders with any formal public input much more formal provision
Year Action Plan consulted mechanism for input
1988
North Bay - unknown - public does | -n/a - unknown - document - the process seems to have
Economic not seem to encourages business | been done within the
Development Plan have been leaders to implement | Economic Development.
1990 involved “plan Advisory Board
Ottawa - city appointed - public - unknown - consultants L. Tyler & J. Tipper | - action plan to have | - this exercise seems (o have
Alta Vista vision committee ] responded to conducted vision exercise for recommendations been initiated in response to
Neighbourhood - residents through | material comimnittee; very statistical; it is included in official perceived pressure on the
1994 questionnaire, prepared by not clear whether the initial survey | planning documents | neighbourhood with visioning
meetings and committee & was open ended or solicited was included seen as a tactic in dealing with
discussion groups | consultants responses to pre-set questions city hall
- public through | - public - unknown - overall process led by staff with | - vision intended to - this was a very energetic
Outawa randoin survey, 17 | involved in different consultants engaged to inform OP and other | consultation process but it
Carleton targeted interest various ways compile survey results and to plans but it is not clear | took place over a relatively
Community Vision | groups, Regional | from early in facilitate focus groups from documentation | short period of time and its
1995 council and staff, |4 to 5 month how that is to be follow-up is not clear
public in meetings | process monitored

81



THE USE OF VISIONING IN URBA

—— v ™

N PLANNING - PH.D. Thesis Research

Robert Shipley - University of Wajerloo School of Urban and Regional Planning

SUMMARY OF PROCESSES USED IN DEVELOPING MUNICIPAL VISIONS Page o
Place Participation Timing | Change Leadership/Facilitation Monitoring General Comments
Peel - Regional Coupcil | - n/a -n/a - 4 series of workshops ware - undertaking to - this was very much a
Corporate Strategic | in consultation with facilitated by stafT, and hired revisil plan as needed | leadership exercise
Plan 1994 staff consultants, Environics (for but no formal
environmental scan) and follow-up
Randolph Group (for vision)

Pickering - first vision drafted | - public - 2nd version - REIC Consulting engaged 1o -n/a - the public consultation
District Plan by staff then wide | involved revised fagilitate a range of public appears to have been very
Review (official public input afterinitial | considerably consultation on vision and other extensive and well organized
plan) 1992/96 - first version more | draft based on aspects of District Plan revision - however, vision exercise was

like a slogan public input done in 1994 and Plan was not

yet approved in mid 1996

Port Colborne - no information about the
Vision 2005 process was acquired
Strategic Plan (?)

- city politicians, - task forces | - unknown - appointed task forces for the - formal community | - it is not clear from the
St. Catharines | giaff, business and | initiated themes of Planning, Business and | based monitoring documentation how extensive
Strategic Plan 1995 1 community groups, | vision then Social Services with professional | structure the public involvement was

agency reps and surveyed and facilitation (IER Planning) recommended by but it appears the process

general public held public - City encouraged to "champion" | consultant primarily involved the task

meetings the implementation of plan force members

- municipa| staff - public - unknown - the city staff facilitated the - unknown - the cifizen involvement
Sault Ste Marie | and public involved in a workshoops along with appears to have been entirely
Focus 2020 series of 5 p[ofessiona] volunteers both from lhrough the medium of
Strategic Planning workshops the city and former residents workshops, surveys,
Process and - there does not uppear to have questionnaires or other means
Official Plan been formal involvement of local - that may have limited

Review 1993/95

politicians

numbers but provided more
intensity and learning
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SUMMARY OF PROCESSES USED IN DEVELOPING MUNICIPAL VISIONS

Page 7
Place Participation Timing Change Leadership/Facilitation Monitoring General Comments
Scarborough |- ® stafT team made |- IVa - /a -itis assumed that the initiative for | - the plan included an | - the City of Scarborough has
Information up of city this project camme from city staff”  {implementation phase | a stafT person who facilitates
Technology employees including budget and | this kind of process and it is
Vision 1995 stafl'positions to put it | assumed that there are other
into effect administrative 'visions!

Stoney Creek - a general focus - aresident -in T?me on - Lifetime ngsulﬁng was fngaged - the opinion survey - it is questionable why an
Visioning group and 2 sectoral | SWvey .and pubh_c ?"WC)' 10 condl.Jct visioning and Goldfarb | was to evaluate attitude survey was done after
Exercise 1995 groups eyt%luatmn of {the vns:or} was Consulpng to.do Sl'er?y o effectiveness of a visioning exercise

- it is assumed these | V1ston was not mentioned | - there is no direct indication in visioning in improving | - also the survey stressed a

groups were done months | althoughit was | reports of how many were in the | Jife but made no number of different points

appointed after vision in survey Terms | focus groups or whether staffand | mention of it than the selected foctis groups

exercise of Reference politicans werg included

- 54 selected - there was a | - some revision | - the visioning process was - provision was made | - there seems to have been a
Sudbury residents and a public survey | to plan after facilitated by Modyama & in the vision for balance here between public
Ramsey L.ake steering committee | before vision | public input Teshima who used their establishing a Trust to | input, good professional
Community of various public and input experience from the Meewasin oversee implementing | facilitation and clear comunity
Improvement agency invited after Valley and Ningara Parks studies | and monitoring leadership
Plan 1991/92 representatives release

- there were -publicnot |-n/a - the vision statement was actually |- provision for periodic | - the word vision is not used
Metro background reports c'm'\sulled on written by one planning official | monitoring but in cases| as major heading but only in
Toronto and staff vision after much discussion that was of conflict OP details | the text to describe the first
Draft Official discussions statement us described as difficult to document { are to prevail over prnciples of the plan in the
Plan 1992 such vision/goals intro

- a series of forums, | - Public - the final vision | - the Waterfront Committee was |- the plan is intended | - it was clearly stated that the
Metro questionnaires, involved f“”"‘ appears tobe | nade up of Metro Councillors to reinforce the OP but | public consultation was not
Toronto focus groups with | early stages in f:unul]anwf with 2 stat’f‘ technl:c'ul c'ommittecs is subsidiary toitand | intended to establish
Waterfront Plan adul.ts and children | 1991 mco"POﬁf‘lﬂs - consultation facilitation appcars there does not appear | consensus but was a imosaic
1994 and interest groups many points to have been done by planning to be specific provision{ of ideas from which the

from eurlier

department staff

for follow-up

committee would craft a plan
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SUMMARY OF PROCESSES USED IN DEVELOPING MUNICIPAL VISIONS Page 8
Place Participation Timing | Change Leadership/Facilitation Monitoring General Comments
Thorold - 5 task groups, each| - info initially |- unknown - approach began with public input { - unknown - there is a good case to be
Strategic Plan, Task | made up of council gathered in then S task forces (heritage, leisure, made for a process that begins
Force Reports 1996 | members, citizens public lifestyle/planning, business & with public input byt allows for
and stafl’ meetings corporate) shaped sectoral vision appropriate civic leadership
Vaughan - senior staft drafted | - public only {-n/a - several consultants had offered to | - a vision coordinator | - this is an example of
Vision 1996 vision "tailored to bej consulted on do strategic planning but senior was hired to forthright stafY leadership
sensitive to council® | finished form staff adapted and facilitated their | implement the plan | which seems to have been
own exercise in house picked up by politicians
Wainfleet - an appointed public T unknown - the town council initiated the - provision made for |- this project showed strong
, steering committee | involved in project "then left it mainly to the an implementation leadership from the voluntary
Community . . . .
. with community meetings public to develop;" some staff help | group and state of sector
Strategic Plan 1995 in from outset , .
put but largely volunteers township reporting
- general public, |- began with |- public first - Regional planning staffled the | - there is no formal |- consultation went on for 4
Waterloo interest groups, public town asked to choose | overall process with some meetings monitoring program | years and the approach
Official Plan 1996 | (aff, people invited | hall meetings {among 3 visions | facilitated by volunteers other than § year OP | changed; while it began with
to forums and but people Review an attempt at "blue sky" or
politicians wanted creative thinking it ended up
approach being very policy oriented
changed
Welland - 9 community - meetings |- unknown - some task force members were - recommendations of | - this effort was one of a long
Mayor’s Task Force |leaders appointed to | open to volunteers, at least one was a city | this group tumned over | series of attempts to stimulate
1991 task force witha 6 | public part employee; some of those involved | to other committees | the local economy; there was
month mandate way through were associated with a federally to implement ot least one prior attempt to
ARUIUUSURRRTURUON! SRR | mandate | funded local developmentagency | ] create a community vision
Community - city committee andj - ‘public input |- unknown - the work of the Mayor's Task - Review Committee

Strategic Plan 1994

a broad range of
public groups and
individuals

at every step
of the way '

Force was recognized but city
vision involved different people led
by councillors

set up to do annual
report on progress
toward achievement
of the vision

- the city plan seemed to
duplicate the consultation
carried out by the previous
Mayor's Task Force
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SUMMARY OF PROCESSES USED IN DEVELOPING MUNICIPAL VISIONS Page 9
Place Participation Timing | Change Leadership/Facilitation Monitoring General Comments
Windsor - city politicians - public - final statement | - process facilitated by Randolph - staff to develop - during the consultation
Community and staff, reps from |involved from | almost the same | Group who trained volunteer implementation plan | phase people identified many
Strategic Plan 1996 22 sectors, public, |fairly carly in | as draft; more | facilitators to work specific groups | and council to revisit | specific vales and detailed
children process details in early | - public asked if they agreed with | strategy at the visions but the vision
stage prepared vision/values statements | beginning of each statemnent was just 1 sentence
term
Woolwich - cmfncil, stafF, - public forum { - public - professional facilitator, Brian - township stafl asked | - this Township initiative
Community Vision public, youth and youth and | involved in Hunsberger, collected input from | to prepare report on followed 'u. heal.u.\y '
Statement 1996 business initial drafting | meetings, drafted vision and how to implement communities visioning
forums held | of vision presented it to council; public - citizen healthy process; many of the same
early in review before council approval conununities people and ideas involved in
process committee preparing | both
monitoring process
- council and staff | public -n/a . process facilitated by Intersol - provision for - this was an unapologetically |
York - public was asked [canvassed - info gathered from public, senior | re-visiting vision once | leadership driven process
Official Plan 1994 1 ¢ ideas but did early in the staffand council involved in during every council
not take part process in weekend retreat during which titme | term
directly in the random mail- the vision statement was crafted
drafting of the outs, cable TV
vision and forums
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Vision Research - INTERVIEW GUIDE - page 1

TOPIC LEAD QUESTION SUPPLEMENTARY QUESTIONS
1. Goal/Purpose Why is visioning done. - is it to set goals
of Visioning - is it to establish a tone
- does visioning primarily involve

abstract ideas or concrete
pictures of the future; is it
about how things will be or
how things will look

- if you think the visual element is
important do you think that all
people have the same capacity
to create mental images

2. Application = How are the outcomes used. - is it a way to start strategic planning

- is it a step in strategic planning

- is it an alternative to strategic
planning

- is the process more important than
the outcome

- is all planning based on a vision,
that is do you have to have a
clear idea of what vou want in
order to plan to achieve it

- is there a difference between an
individual's vision and a
consensus vision

- is a shared community vision

possible
3. Origin Where did you learn how to - if you developed the method on
conduct visioning exercises. your own, what were the
influences

- if you learned the techniques from
someone else, do you know
where they leamed it, how
they developed it or what
influenced them

- have they heard of or read:

- Polak, Barker, Nelessen,
Ziegler, Laslow
- others
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Vision Research - INTERVIEW GUIDE - page 2

TOPIC LEAD QUESTION SUPPLEMENTARY QUESTIONS

4. Underlying What are the ideas behind - is there anything that might be
Philosophy the approach. called a theory

- if there is a theory or theory-like set
of ideas, is it testable and/or
has it been tested

- does it matter whether or not there

is a theory-like underpinning
or even a philosophy
Is visioning different than - is it a way of including people in
participative planning and the planning process who
if so how. might not otherwise be
involved

- can vou give examples of specific
elements in a plan that
originated from the
involvement of people who
would not have been included

except through visioning
3. Practice How do vou go about - who participates
facilitating visioning. - what are the pre-conditions
- what techniques/exercises do vou
use

- what is the sequencing of events

- what 1s essential for visioning

- do people participate as individuals
or as representatives of others

- do participants in visioning become
leaders
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Vision Research - INTERVIEW GUIDE - page 3
TOPIC LEAD QUESTION SUPPLEMENTARY QUESTIONS

6. Evaluating & How do vou judge the success - what are your short term and long

Monitoring of a visioning exercise. term measures or criteria
- do vou know of examples of vision

based planning that was done
in the past and which has had
good results
How do we monitor the - who should be involved in
outcome of visioning, monitoring outcomes

- should there be a formal process

- what should the criteria be

- looking at a specific plan that has
resulted from a visioning
exercise, what elements do
you think would be most
likely to persist and affect
outcomes and what parts
would be most likely to be
ignored

7. Alternatives = What are the possible
alternatives to visioning.
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THE USE OF VISIONING IN URBAN PLANNING - PH.D. Thesis Research
Robert Shipley - University of Waterloo School of Urban & Regional Planning - 1996

SUMMARY OF INTERVIEW NUMBER 1 Page 1
Question Response
Why is visioning done? | - to set the framework for preparing a new official plan
- to give the community a chance to establish goals
- to establish a clear picture of where we would like to be in 20 years time
Does visioning - a bit of both
primarily involve - tried to put things in concrete terms because public has trouble grasping

abstract ideas or
concrete pictures of
the future?

abstract concepts, particularly in planning

Do all people have the
same capacity to
create mental
images?

- no, it's very uneven

- at first the vision was stated as though we were looking back from future and
many people had difficulty understanding that so we had to re-write it so we
were looking forward from the present

How are the outcomes
of visioning exercises
used?

- the main reason for the visioning was to help prepare the Official Plan

- also used for marketing the Region to potential developers

- vision is being used by senior managers and politicians in preparing their
strategic plan; it is part of strategic planning

Is the visioning process
or the resulting vision
itself more important?

- the public consultation process is very important but one is not more important
that the other (one interviewee)
- both are important but the the process is more important (second interviewee)

Is a vision of the future

- ves, to give you the overall goals to work towards

an essential part of
all planning?

Is there a difference - there is quite a difference; you could have rural people who want as many
between individual severances as possible off their property but that might not be in the best
vision and a interests of the whole region

consensus vision?

Is a shared community
vision possible?

- it was easier to get a real shared vision in our economic development planning
- in the Regional Official Plan it was difficult because many people are opposed
to the Regional Government in the first place; there are many agendas

Where did you leamn
how to do visioning?

- we obtained a copy of a vision statement from another municipality and talked
to them about what they had done
- we adapted our approach from that
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THE USE OF VISIONING IN URBAN PLANNING - PH.D. Thesis Research
Robert Shipley - University of Waterloo School of Urban & Regional Planning - 1996

SUMMARY OF INTERVIEW NUMBER 1 Page 2
Question Response

Is there anything that - more interested in the practical than theoretical
might be called a - not aware that any writing was available at the time we worked on our vision
philosophy, a theory | - since then many thing have become available such as a Strategic Planning
or theory-like set of Guide from the Ontario Community Economic Development Council
ideas underiying the | - not familiar with any of the titles or authors mentioned
vision approach to - a local citizen participated in vision process and emphasized the need for clarity
planning? in expressing the vision; avoiding words with multiple meanings

Is visioning different ] - it is difficult to get people to participate in planning
than participative - we had to explain the role of a visioning exercise so that we could get people to
planning? give us their input and ideas
- usually people won't participate in planning matters unless an issue affects them
directly but those who had participated before could see the importance of
getting involved in the vision and policy setting

Are there examples of |- ficld naturalists and others wanted a connected system of natural lands
specific elements in a |- people in forest industry wanted ability to sever woodlots from existing farms

plan that originated
from involvement of
people who would
not have been
included except
through participation
in visioning?

How do you go about | - staff facilitated workshop with Council to discuss visioning approach
facilitating visioning? |{ - realized we needed Council "buy-in" and needed to give politicians an idea of
what the product would be like
- prepared background reports that gave information and educated public about
existing features
- went out to public through workshops etc. for comment
- from that came identification of issues and options, then a growth strategy and
finally the Regional Plan
- the steps were:
- background - vision - issues and options - growth strategy - policies and plan

r

- people participated both as individuals and as representatives of various groups
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Robert Shipley - University of Waterloo School of Urban & Regional Planning - 1996

SUMMARY OF INTERVIEW NUMBER 1 Page 3

Question

Response

How should we judge
the success of a
visioning exercise?

- level of public participation. contributing and not just complaining (short term)
- whether the elements of the vision are realized (longer term)

How should we
monitor the outcome
of visioning?

- as part of the Official Plan review every five years the achicvement of the
vision will be measured
- specific things can be measured: for example whether we have the connected

system of natural areas that was set out in the vision

What aspects of your
plan that resulted
from visioning are
most or least robust;
most or least likely to
survive and be

- the question of cottages becoming permanent residence... there is a real
difference of opinion there; council is opposed to permanence now but they
might change

- the desire for small town character was clear in this vision but new townhouse,
big-box stores and commercial strip developments might be allowed

- clear consensus in vision on desire to retain agricultural character of Region

alternatives to
visioning?

implemented? - we hope the actual goals stated in the vision are realistic and can be
implemented
What are the possible | - the more traditional approach would have been to prepare issues papers and

send them out to people for comment
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Robert Shipley - University of Waterloo School of Urban & Regional Planning - 1996

SUMMARY OF INTERVIEW NUMBER 2 Page 1
Question Response
Why is visioning done? | - "blue sky approach,” not so much goals as a picture of what people wanted in
the future, what things would look like in 2016
Does visioning - it was more about pictures
primarily involve - began by producing information about growth potential using fairly traditional

abstract ideas or
concrete pictures of
the future?

quantitative modelling; municipalities and public didn't buy-in
- many people wanted to talk about strategy and policy, not pictures

Do all people have the
same capacity to
create mental

images?

- we found it difficult to write the vision and when we went out to people we
didn't get much response at first to the alternatives we presented: people didn't
identify with what was presented; people felt thev were asked to choose

- there was a lot of static

How are the outcomes
of visioning exercises
used?

- didn't have a clear idea at first but wanted to involve public

- the review of the Official Plan was the main reason for doing visioning

- we hoped to get people to confront some of the hard decisions, to choose one
of the option and then the vision would be in plan

Is the visioning process
or the resulting vision
itself more important?

- in our case the process ended up leading to a very different product than we
expected
- what resulted was not a vision but a set of principles we used to guide policy

Is a vision of the future

- many of the professional planners never agreed that this was a great idea

an essential part of - you need to have a vision about the general direction you want to go but
all planning? perhaps not as concrete a picture of the future as we thought
Is there a difference - some people had very specific descriptions but the consensus we got among
between individual people was on policies
vision and a

consensus vision?

Is a shared community

- it is possible but it has to be generic

vision possible? - too hard to get agreement on any specifics
- people did buy-in to ideas such as keeping the rural and urban areas separate
Where did you learn - we got some ideas from the Healthy Communities initiative

how to do visioning?

- I read something, a short article, but I can't remember; didn't do a lot of reading

- knew it was supposed to be a description of the future
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SUMMARY OF INTERVIEW NUMBER 2 Page 2
Question Response
Is there anvthing that - we figured it should work; people should like to think about it and it should be
might be called a easier for people to think about concrete things than abstracts

philosophy, a theory
or theory-like set of
ideas underlying the
vision approach to

planning?

- we might have done it differently if we'd understood more of the theory

[s visioning different
than participative
planning?

- vou can involve people in different ways; visioning is one of the ways
- visioning is a friendly way to get participation

Are there examples of
specific elements in a
plan that originated
from involvement of
people who would
not have been
included except
through participation
in visioning?

- support for the idea of firm urban boundaries came from the visioning process
- equitable growth in the townships was popular
- provision of clean water and good waste treatment was supported

- rural character, general idea of compactness (intensification) and staying within

existing settlements
- the idea of greenbelts was not supported

4

How do you go about

- started with 'town hall' meetings

facilitating visioning? | - at first pcople were asked to comment on three alternative visions but they
didn't respond by choosing one or the other; they wanted to create hybrids
and combinations
- eventually we came back to the drawing board and came up with vision
principles which were like guiding values for decision making
Who participates in - attempted to get general public and specific groups
visioning?
Do people take part as | - whether or not they are from specific groups people feel they are
individuals or representative of certain interests
representatives?
Are people who take | - people who participate in visioning are generally leaders

part leaders?
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SUMMARY OF INTERVIEW NUMBER 2 Page 3

Question

Response

How should we judge
the success of a
visioning exercise?

- we didn't have anything consciously in mind when we started

How should we
monitor the outcome
of visioning?

- we know this is an issue because people asked about how well the former
Official Plan had performed but there were no ways of quantifying that and
evaluation pretty well has to be quantified

- we have nothing in place although there is provision in the OP for that

What aspects of vour
plan that resulted
from visioning are
least robust; least
likely to survive and
be implemented?

- the idea of compact urban form was probably least likely to hold up

What are the possible
alternatives to
visioning?

- we could just give people development policies and get their reaction
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SUMMARY OF INTERVIEW NUMBER 3

Page 1

Question

Response

Why is visioning done?

- part of a goal setting process; chance for a group to get a handle on their
raison d'etre; why they exist
- a way for them to philosophize in a way they wouldn't do on a day-to-day basis

Does visioning
primarily involve
abstract ideas or
concrete pictures of
the future?

- done effectively it bridges the two, the practical and theoretical

- easier for people to think in concrete terms and they get confused if you ask
them to respond to questions that are too abstract

- visioning helps people who are not used to thinking abstractly to do that; you
want to end up with concepts (abstracts) but have a practical dimension

Do all people have the
same capacity to
create mental
images?

- people think and learn differently; visual, auditory, kinesthetic (by doing)

- the ability to think more conceptually (abstractly, the big picture) is partly a
function of higher education and training

- important to use different learning approaches to include everyone

How are the outcomes
of visioning exercises
used?

- the danger is that these exercises become ends in themselves

- to be useful there must be some sort of implementation plan. a strategy

- the vision statement must be reinforced through the organization; printed on
documents, hung on the wall - so that people can connected with it

[s visioning part of
strategic planning or
an alternative?

- I became cynical about strategic planning; it became an end in itself
- haven't read Mintzberg (Rise & Fall of Strat. Plan.) but understand he talks
about strategjc thinking and that is what visioning is about

Is the visioning process
or the resulting vision

- the process is the whole thing
- planners know that no sooner have you produced a plan than you are

itselt more important? | aqending it and maybe visioning is similar
- what visioning does is help you get started thinking long range
Is a vision of the future | - I guess if planning is done well it would have some futuristic aspect but you
an essential part of can get locked in to certain ways of doing things
all planning? - you have to make course corrections but that implies having a destination

- now 'm arguing with myself
- you need to have goals but you also need to be flexible and prepared to change

Is there a difference
between individual
vision and a
consensus vision?

- yes; if you develop a vision for an organization and don't have the key figures
buying in it won't go far

- in 2 democratic organization the vision of key people can get confused with
that of the organization
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SUMMARY OF INTERVIEW NUMBER 3

Page 2

Question

Response

Is a shared community
vision possible?

- yes it is possible but you have to make compromises to get there and
sometimes that means compromises and an inevitable ambiguity

- people will see and interpret the picture differently but it must be a unifying
force to the extent that people can buy into it and say we may not agree with
details but that is the kind of community we want to be

- there must be certain fundamental agreement on general direction

Where did vou learn
how to do visioning?

- (interviewee laughed) can't remember when I first heard the term visioning but

these ideas are a repackaging of older things

- my general sense of planning even before I studied it is that communities
should be looking to the future, should be thinking ahead and should have an
idea of why they do what they do

- I've heard of Covey more recently but earlier ideas came from Toffler's Fuiure
Shock and Club of Rome notions of limits to growth and the environmental
movement's questioning of where the world is going

- my first formal understanding of this process came from planning study in the
1970s when we learned about setting goals and objectives and alternative
courses of action; the classical plannng approach

- visioning goes a step further; the old idea of goal setting was perhaps more
concrete where visioning is more abstract

Is there anything that
might be called a
philosophy, a theory
or theory-like set of
ideas underlying the
vision approach to

planning?

- since I've never done any reading on the subject my ideas are kind of "home
made” and the way I use the term doesn't relate to any theoretical construct

- idea of knowing where you want to go is important and involving people

- (interviewee agreed that the philosophy here is that agreeing on goals and
involving people will result in better decisions)

J

Is visioning different

- the visioning process helps to legitimize constructive daydreaming and spiritual

4

than participative reflection in a culture where these things are usually held to be impractical
planning?

How do you go about | - the standard group facilitation techniques where people are encouraged to
facilitating visioning? |  express themselves, where quicter members are coaxed out to state their

opinion and people are made comfortable
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SUMMARY OF INTERVIEW NUMBER 3 Page 3
Question Response
What is essential to the | - some stage-setting is necessary to get people into the idea of thinking into the

visioning process?

future and to give them permission to daydream

Do people participate
in visioning as
individuals or
representatives?

- some come clearly as individuals but many are invited to speak on behalf of a
larger interest group; they are there to make sure the values of their group are
put into the hopper

- groups involved in political process want to stake out a position

How should we judge
the success of a
visioning exercise
and how do we

- there is evaluation at the informal and formal levels

- at the time there is some sense of whether people found it useful or enjoyable
- there is also the question of what happens in the longer run

- my recommendation was that there be a formal evaluation of whether any of

monitor the the vision filtered into the operation of the township
outcomes?

What aspects of the - I think that when politicians make decisions they have to express balance
plan that resulted between different values

from visioning are
most or least robust;
most or least likely to
survive and be

- visioning may provide a more non-threatening kind of forum to express views
and people come out of the exercise having heard different ideas; they can't
help being affected by that

- it is different than just reinforcing their views by meeting their own circle

implemented?

What are the possible - off the top of my head I can't say what an alternative might be
alternatives to - visioning is what we now call what we've been trying to do for a long time
visioning? - we're trying to get at the same questions of what are the community's goals and -

where are we going
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SUMMARY OF INTERVIEW NUMBER 4

Page 1

Question

Response

Why is visioning done?

- visioning is done to create a shared purpose; what is often lacking is people
knowing what they have in common

- it is to involve a large number of people representing a cross section

- to get people away from taking about deficits and problems; to talk about
positives instead of negatives

Does visioning
primarily involve
abstract ideas or
concrete pictures of
the future?

- a goal has been described as a 'timeless statement of aspiration’ but a vision is
more tangible, real, visual and sensual; it must be able to touch people
emotionally

- literally a picture of the future as it should be

Do all people have the
same capacity to
createc mental

- in my experience, absolutely ves, people know what they want
- often people's pictures are similar

images?

What is the - quote from John Naisbitt to the affect that 'a strategic plan is worthless without
relationship of vision a strategic vision'
to long range or - strategic planning is about getting from here to there but visioning is about
strategic planning? setting out the there

How are the outcomes
of visioning exercises
used?

- vou can record the visions and use them for community awareness
- once vou have a vision you can use it to set priorities for action
- the pictures can be used to identify common issues

Is the visioning process
or the resulting vision
itself more important?

- it is 50-50; the process gets people thinking about the future

- people who might not agree about how to get there can often agree about what
it is they want; it can create a community cohesion

- the vision can get to be too generic and imprecise so you have to come back to
reality and decide what needs to be done in the next six months

Is a vision of the future
an essential part of all

planning?

- good planning is vision driven or perhaps vision directed muddling through

Is there a difference
between individual
vision and a
consensus vision?

- individual vision is limited; most people are only concerned about a couple of
issues but when they get together they realize there is more
- the weakness of traditional individual visionaries was this narrowness
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Question

Response

Is a shared community
vision possible?

- yes, consensus is possible but it has to be renewed every few vears; the plavers
change and people's idea of what they want changes: not dramatically perhaps
but with more knowledge it can be fine-tuned

- I don't have any problem with a moving target

Where did you leamn
how to do visioning?

-I don't know much about it but there was a group called the ICA - Institute of
Cultural Affairs out of Chicago, a sort of inter-faith, quasi-religious, but more
humanistic organization in the late 70s and early 80s and it had developed a
whole series of community participation tools

- some of the people I worked with in the late 70s had worked with this I[CA and
[ think had picked up the idea of 'guided imagery' and we developed some
workshops using that in the Health Department from 1984 on (people
involved were Suzanne Jackson, Rick Edwards, Khristine Sisson)

- perhaps earliest use of vision concept was at "Bevond Health Care" Conference
held in Toronto c1984 which gave rise to Healthy Communities movement

- the process involved not drawing but putting ideas on cards and then sorting
the cards into categories, very left brain activity, that was ICA but I can't
remember where guided imagery came from

- Roy Amara article in The Futurist; 2 attributes of Futures work 1) creating
images of the future and ii) involving people in creating their future

Is there anything that
might be called a
philosophy, a theory
or theory-like set of

- 've been involved in futures work for 20 years; part of the underlying
philosophy has to do with the fact that the future is plastic, malleable, that the
future doesn't happen but we create it and vision is part of that

- there are 4 possible futures (according to Norman Henchey)

ideas underlying the - the probable - what is likely (the official or business as usual future)
vision approach to - the possible - all the things you might imagine
planning? - the plausible - a subset of possibles that are plausible (these are
sometimes explored by using scenarios)
- the preferable - way you would like things to be
- I am interested in the preferable future and believe to a certain extent that the
future can be created
- the WHO definition of Healthy Communities is based on "enabling people to
increase control over and improve their health;" it's about participation
Is visioning different - visioning is a technique of participative planning that specifically involves
than participative images and visual things in the very literal sense; most people can get the same

planning?

images in their mind$ eye; it is very powerful




203

THE USE OF VISIONING IN URBAN PLANNING - PH.D. Thesis Research
Robert Shipley - University of Waterloo School of Urban & Regional Planning - 1996

SUMMARY OF INTERVIEW NUMBER 4 Page 3

Question

Response

Are there examples of
specific elements in a
plan that originated
from involvement of
people who would
not have been
included except
through participation
in visioning?

- in one place everyone's ideal picture had people playing in the local river;
swimming, fishing, walking beside it... but that was not happening in reality,
so as a result of the visioning they formed committees to deal with water
quality, walking trails and so on

How do vou go about
facilitating visioning?

- I start by gathering information from people; they already know what a healthy
community is

- I have them imagine themselves in a balloon looking down on their community
at some time in the future; what do they see, what is going on ?

- I use some clinical hypnosis techniques to encourage a meditative experience

- I try to be value free but I ask questions such as how are people getting around:
and almost inevitably there are no cars; what people see is a 21st century
version of a 19th century European market town

- some people have a better auditory or olfactory imagination so I ask them what
they hear and smell and it's music, laughter, coffee, grass, flowers

How should we
monitor the outcome
of visioning?

- a vision should be revisited and revised from time to time
- the people involved change and perhaps the idea of what is desirable in the
future changes

What are the possible
alternatives to

visioning?

- all good planning is vision driven
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Why is visioning done? |- to get people listening to one another and to create something that everyone
could buy into, something beyond the day-to-day issues
- not necessary to have specific goals
Does visioning - it was deliberately left vague and general so that no one or no organization

primarily involve
abstract ideas or
concrete pictures of
the future?

would not want to be part of it
- it's a mixture of detail and abstract
- more of a broad general concept, things that can be agreed on

Do all people have the
same capacity to
create mental

images?

- no, you have to design different ways for people to contribute

- to begin with, people mainly wanted to gripe about stop signs ¢tc.

- vou have to look for the hooks, the motivators, the things that get people
involved

How are the outcomes
of visioning exercises
used?

- in 2 number of ways: internally to help direct projects, as a starting point for
the Regional Official Plan and to increase the profile of community as a
leading edge place where public consultation has been done

- as anchor for considering other things, general goals

- there are pros and cons to having a vague. general statement; sometimes it gets
bastardized; organizations twist the words to justify things that clearly don't fit
with original intent

Is visioning a part of

- you need two thing for long range community planning: you have to have

strategic planning? community involvement and the way to get them involved is through the
visioning process
Is the visioning process | - the final vision statement is less important than the process used to get there

or the resulting vision
itself more important?

- however recent focus groups have recommended not touching the vision
statement; it still serves as a good anchor; if you open it up again now that
there is more awareness it could get sidetracked by special interest groups

Is a vision of the future
an essential part of

- it should be the case but a lot of land-use planning is more reactive

all planning?

Is there a difference - a few years ago this Region had no clear idea of its purpose; the planners idea
between individual was to slow down urban sprawl and the engincers' purpose was to keep
vision and a building roads and provide water to everyone in the Region no matter where

consensus vision?

they were; visioning helped to get people working together
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Question

Response

Is a shared community
vision possible?

- yes but it won't just happen right away, it is ongoing
- the reality is that just because the vision statement is there that doesn't mean it
will be implemented

Where did you leamn
how to do visioning?

- (interviewee laughed) I came into the process after it had been set up;
background was GIS and population projection but I was given the project
when it was not considered important and then stayed with it

- it was the brainchild and creation of a mixture of people in the Regional staff
but the sustainability movement was the impetus; one of the originators had
done her Masters at York with Trevor Hancock

- we had a library of things on consultation and sustainability; Interim Council on
Local Environmental Initiatives, National Round Table etc.

- we had a technical advisory committee made up of people who had experience
of visioning in the District Health Council, Social Planning Research Council.
the university and so on; people from the community

Is there anything that
might be called a
philosophy, a theory
or theory-like set of
ideas underlying the
vision approach to
planning?

- there were things written about this sort of thing back in the 60s (interviewee
laughingly admitted not having read them then being too voung)

- idea of community empowerment goes back to the Greeks

- the goal was a vision: if you don't have goal then you can't get there; you need
a destination

Is visioning different
than participative

planning?

- visioning is all these things (participation, sustainability etc.) together

Are there examples of
specific elements in a
plan that originated
from involvement of
people who would
not have been
included except
through participation
in visioning?

- the visioning task force put forward almost 400 recommendations for action
and decision making of which about 100 were put into the Official Plan
almost word for word

- many of these had to do with transportation
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How do you go about | - there were workshops, town hall meetings, a task force of citizens with staff
facilitating visioning? support that directed the process and reported to council, publications etc.
What is essential for - critical things are two way communication, hearing people, consensus,
visioning? informing people about sustainability and building partnerships

How should we judge
the success of a
visioning exercise?

- the press uses the vision as a guide in commenting on decisions
- it has changed the nature of the debate in council
- we have developed a set of indicators, a report card; these are all good things

How should we
monitor the outcome
of visioning?

- there definitely needs to be monitoring

- one member of the task force expressed it this way: all the people who live in
the Region are shareholders and the council is the Board of Directors and
every year there should be a shareholder’s meeting to review the progress of
the corporation

- you have to be able to show links, how has the vision resulted in this or this or
these changes and improvements in the quality of life; without that it will die

- without checking it won't be valid in people's minds any more

What aspects of your
plan that resulted
from visioning are
most or least robust;
most or least likely to
survive and be

- one recommendation from the visioning task force that seems to have been
adopted is that changes to Official Plan boundaries only be considered every
five years

- the infrastructure and land-use planning recommendations are probably quite
strong but the social service ones are out of date because of changes in
government funding

implemented?

What are the possible | - there might be other hooks or ways of getting people involved, such as healthy
alternatives to communities or carrying capacity but health might have been seen as being
visioning? about hospitals and perhaps it was too airy-fairy for business while carrying

capacity might be too technical

- we had a huge increase in interest when we stopped using words like
sustainable development

- people responded better to the word vision

- I don't think there is an alternative in the broad sense that we were using
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Why is visioning done? | - to provide a municipality with a common direction and framework that allows

them to coordinate action and focus on the future
- to allow the staff, politicians and community, when asked on the street to say

where the community is headed

Does visioning
primarily involve
abstract ideas or
concrete pictures of

- the vision needs to be inspirational and about striving for some lofty concepts

- it needs to move from the conceptual to the concrete, actual pictures of things,
when you form objectives

- so the vision might be of a safe community and well lit streets would be one of

the future? the actions or ways to achieve that
Do all people have the | - there are varying abilities but [ always work in groups rather than with
same capacity to individuals so there are always different dynamics going on
create mental - people tend to use what they see and like today and project that into the future
images? - people are able fairly easily to think about the future by extrapolating from the

present

How are the outcomes
of visioning exercises
used?

- I am nervous when the vision floats around and isn't attached to some action

- you run the risk of having wildly different interpretations

- there should be a defined framework where the vision (and objectives are part
of the vision) is followed by action and everyone signs on

- it is a start to strategic planning; addresses how to allocate scarce resources

Is the visioning process
or the resulting vision
itself more important?

- the process is more important than the product

- the fact of meeting, debating, talking about differences - you see a coming
together of decision making around other issues

- the product can be anticlimactic

Is a vision of the future ] - no, we've had some very good plans done in the absence of vision
an essential part of - but there is then 2 question of how relevant they are because no one sat down
all planning? and said where are we going

Is there a difference - my only experience is with group visions not individual ones
between individual | - people can begin by throwing out words or phrases about what they value but
vision and a always work with a consensus where people are listening to each others ideas

consensus vision?

Is a shared community
vision possible?

- not only possible but I would argue it is necessary
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Question

Response

Where did you learn
how to do visioning?

- (interviewee laughed) I cut my teeth doing private sector strategic planning
then applied what I learned to communities

- in 1970s planning was almost entirely focused on projects

- by the late 1980s smart municipalities were doing strategic planning

- [ have read some things but they were after the fact, after I'd leamned how to do
this on my own (recognized the names Senge, Bryson and Ziegler)

Is there anything that
might be called a
philosophy, a theory
or theory-like set of
ideas undertying the
vision approach to

planning?

- the value of the visioning we have done is that it is not based on theory but on
practical application

- I drew on models of private sector strategic planning; the first part of a good
plan is a vision; where are we going, what is important to us?

- municipalities didn't want to look at theory but how were private sector
companics managing, how were they expanding their markets and so on

- no one was saying, 'let's do a literature search before we go further,' or ‘'we can't
do this because nobody has written about it.'

Is visioning different
than participative
planning?

- some municipalities began to undertake strategic planning early in the 1990s

- then the provincial government got involved in promoting community based
strategic planning; their model was a real grass roots visioning where everyone
would get involved and funds were available if you did it that way

- but for us visioning is a top down exercise, it is about elected leaders taking
responsibility

- there is no confusion for us between visioning and participation: visioning is
setting the future direction of the municipality and involving a lot of people is
a vehicle that is important in getting it right

How do you go about
facilitating visioning?

- we talk to people about three simple basic steps: knowing where you stand,
determining where you're going and devising the steps for getting there

- no fancy words or techniques, just straight forward things that people can
understand; people are very pragmatic, not touchy-feely

- visioning does require some dedicated time and space; people shouldn't tack
visioning on to other agendas and they should get out of their regular work
spaces; we have ground rules about equal participation, respect and so on

- we write everything down at the end of sessions

- we start with the municipality (staff and politicians) and then go out and ask
people for their input; we test the ideas

- we get community leaders talking to various interest groups to find out what
they think and feeding that back
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Question

Response

What is essential for
visioning to work?

- for this kind of thing to work the process really has to be driven by the people
who want it; it can't be simply complying with a regulation

- the municipality has to want it and has to pay for it and design it themselves

- the real decision makers (the political leaders) have to own the vision

- if the leadership don't buy in then they can abdicate their responsibility; the
vision becomes something to keep those people out there happy but when the
times comes to spend money they will say we can't do that

How should we judge
the success of a
visioning exercise?

- it is quite simple, if you talk to people in the municipality a year later, are they
using the ideas in their decisions about budgets and work plans and so on

How should we - if it's a good vision then in a way you don't need any formal monitoring
monitor the outcome because people will be embracing it and using it
of visioning? - if you have to use a check list to see if this or that has been done then it can
take away from the power of the vision
- nevertheless we are increasingly suggesting that municipalities have some
performance measures, some end results to use as progress checks
What are the possible |- good planning should have a vision and a strategic direction

alternatives to
visioning?




210

THE USE OF VISIONING IN URBAN PLANNING - Thesis Research
Robert Shipley - University of Waterloo School of Urban & Regional Planning - 1996

SUMMARY OF INTERVIEW NUMBER 7

Page 1

Question

Response

Why is visioning done?

- when I use the term visioning it is part of the strategic planning process

- municipalities do strategic planning to get a better sense collectively from the
community about the type of future they want: it is an attempt to provide a
focus for planning

- the practical reason many communities did visioning was because money was
made available from the former NDP government; it varied from $20,000 up
to vary large sums and didn't depend much on the size of the community

Does visioning
primarily involve
abstract ideas or
concrete pictures of

- it is all over the map; some people come forward with very idealized versions
and others say that is unrealistic while some people are very detailed and
concrete about things like how wide the roads should be

- this is one of the problems, there needs to be some education about what

the future? strategic planning is all about; many communities embark on this without
having a good idea of what this is all about
Do all people have the |- all people have the capacity of defining a future for themselves and for the type

same capacity to
create mental

images?

of the community they want to live in but some people have difficuity
participating in a process and articulating that

- when you talk to people one on one they don't have any trouble but in groups
they don't have the comfort level; they are intimidated by others who have a
clearly articulated view

How are the outcomes
of visioning exercises
used?

- at this point I don't think anvone can give vou a good answer;, the history in
Ontario so far is that no one has ever done any follow-up or critique to see
how vision statements and the articulation of goals and objectives have been
used to guide and direct and change the development of the community

- in many cases vision is hardly ever mentioned after it is done; in one place
where I worked some of the goals were used to develop programs but in the
same place it was directed that some social goals that came from the visioning
process specifically not be mentioned in subsequent work programs

- there is a scepticism that the community is really taking these things seriously

Is the visioning process
or the resulting vision
itself more important?

- they are both important; the process needs to excite and inspire people and it
has to have a champion and credibility; if those things are true then the
product will be a good one and its implementation can take place

- if you don't have a champion and if decision makers are just going through the
motions for other reasons it will just sit on the shelf
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Question Response
Is visioning a part of - vision is a way to start the strategic planning process: to identify the type of
strategic planning? future a community wants, from that it cascades down, you can identify the

goals, objectives, action plans and so on to achieve the vision

Is there a difference
between individual
vision and a
consensus vision?

- yes there is a difference [the interviewee then described very visually a picture
of gardens, streams trees etc.]... my neighbour would have a different idea

Is a shared community
vision possible?

- it is possible if the vision statement captures in a general way the values of the
majority of the people in the community

- no one has any trouble with a general statement about wanting a safe. clean
community; it is when you start defining what that really means that you run
into problems

Where did you leamn
how to do visioning?

- I'm not sure [ know how to answer that question

- our company has been in business for over 20 years and our expertise is in
involving people in decision making; we responded to a need to broaden our
techniques from projects and apply them to municipal strategic planning

- we did a fair bit of research although I can't remember authors. and looked at
other places such as Calgary and Houston... about applying strategic planning

- we also looked at private sector examples and did some work there but it is
different than communities: more missions than visions

- following the interview the respondent produced two books cited by the firm in
proposals to do visioning; Goodstein et al (1993). .4pplied Strategic Planning
and Kemp (1992). Strategic Planning for Local Government: A Casebook

(note - the content of these books tends not to coincide with interview responses:
Goodstein is written “for managers, especially senior managers”™ not
communities while Kemp contains only one case involving vision and that "did
not include strategies to deal with those issues identified [in the vision].")

Is there anything that
might be called a
philosophy, a theory
or theory-like set of
ideas underlying the
vision approach to

planning?

- the interviewee stated a number of principles that should be followed in order to
ensure success: must have a leader, must have community participation, must
be community driven (not captured by special interests), must have
partnerships other than municipalitv and plan must be seen a management tool
for guiding decision making into the future

- [interviewee was asked if the completion of the thought was: if these principles
are followed better planning decision will result... that was confirmed]
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Question Response

[s visioning different - yes; you can bring people in on specific questions such as a recreation master
than participative plans or a transportation issue, but visioning is holistic, the whole picture
planning? - visioning is a way of including people in strategic planning who might not

otherwise be included

Are there examples of
specific elements in a
plan that originated
from involvement of
people who would
not have been
included except
through participation
in visioning?

- I have confidence in planners to understand and act in accordance with the
public good but they don't always see things the way the public does; they
might think something is important but not necessarily significant

- in one city the people expressed not only the importance but also the
significance of streetscapes and retaining the trees along the streets and that
influenced the transportation policies

- it is a case of what the public values

How do you go about
facilitating visioning?

- depends on client, some want more public involvement, some less

- we often start with key leaders who identify certain ideas and then involve the
public in commenting on those things

- other places want to get public involved from the beginning

How should we judge
the success of a
visioning exercise?

- client satisfaction is important for us; a recommendation for us
- we have not been involved in monitoring so I don't know

How should we - I think it is important to check whether this approach works or not
monitor the outcome |- has it affected budgeting and are plans tied to the vision
of visioning? - this has not been done and it should be followed up

What are the possible | - strategic environmental assessment, which is an attempt to integrate the

alternatives to
visioning?

economic planning of the community with the physical capital
- this is more expert driven but would have to start with common values
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Why is visioning done? | - it's a2 way of getting people to move outside their conventions, their day-to-day

ways of thinking, to think globally
- to identify differences and then move on to establish the core values that are
shared and identify the areas where there is unlikely to be agreement

Does visioning
primarily involve
abstract ideas or
concrete pictures of
the future?

- people get frustrated if vou leave it at the abstract; the closer it comes down to
quantitative things the more comfortable people are

- it needs to be "tighter;" things that people can grasp; for example it's not
enough to say this community wants to be a leader in the environment; people
have to say we will reduce emissions by so much, that sort of thing

- [when asked if those things were more like policies or means of accomplishing
ends than visions in any visual sense the respondent said specific items such as
pollution emission targets were what he meant by vision statements]

How are the outcomes
of visioning exercises
used?

- "the terminology in this field just sucks, big-time..."

- [the interviewee drew a diagram of a pyramid and began an explanation of it
starting at the apex and working down to the base]

- everyone will agree that you can start off here with vision or what they would
call mission, and regardless of whether this is being done on an urban basis or
a business planning basis there is confusion between these terms; then there
are 5 or 6 things you have to do to achieve the statement/vision/mission and
people argue about whether these things are goals or objectives; then for each
goal/objective there are many things that need to be done and those are
strategies or work plans

- the trick is that for each thing being done down here vou can ask, is it
consistent with what was satd up here [vision]

- it is a sort of guide, a report card, a check and balance

- it comes down to this: where do you want to be (one paragraph statement on
future), what do you have to do to get there and what are the specific steps?

How does visioning - it is the first step in strategic planning
relate to strategic
planning?
Is a vision of the future { - you can't do planning without it [interviewee's first response]
an essential part of |- [at another point in interview] there is a lot of planning at the detailed level in
all planning? communities and in the country that does not seem to have a focus, consistent

vision or leadership directing it
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Is the visioning process |- the most valuablie thing that happens is the process: if you ask people to

or the resulting vision
itself more important?

¢xamine things for hours there is a lot of eye opening; they see the other
values and concerns in the room

- if you agree on a vision statement too quickly then it is probably not a good one

- if it is not challenging, too loose, then it is probably not visionary

- once you have a product, a vision statement, it has to be continually brought
back in front of people so they can see if the details make sense

- it's no good if it just gets shelved

Is there a difference
between individual
vision and a
consensus vision?

- if you have ten people they will not have the same vision up front

- eventually whatever consensus is reached has to be taken and endorsed by the
politicians (who are usualily not visionary) and then given to bureaucrats to
work out the details

Is a shared community
vision possible?

- that's the entire exercise; if you are looking for a package which the broader
community can buy into the only way you can know they will accept the
implementation steps is by saying this is where we all want to be and some
part of it may not be good for you but it is consistent with making this into the
sort of place vou and the broader community said you wanted it to be

- without this you don't have the ability to build consensus

Where did you learn
how to do visioning?

- business planning; why am I in business, what are the issues; it's much cleaner
- [interiewee chuckled when asked to identify specific influences] literally it's just
winging it; the school of hard knocks: do things and change when necessary

- our firm is made up of friends who have been together for many years; went
through a number of different stages from education to environmental
planning; doing business education seminars since 1980 for people in the
construction industry; a 10 day MBA for people who have made a lot of
money but never had a business plan and never thought about their purpose

- many communities/municipalitics have also never considered why they are
doing what they are; applied our experience to that

Is there anything that
might be called a
philosophy, a theory
or theory-like set of
ideas underlying the
vision approach?

- if you have good vision, if it's clear what you want and if there are champions
in the community who have bought into it (especially if they were opposed at
first), then all the detailed parts of the plan will fall into place without problem

- in order to get a good vision you need to have as diverse a group as possible
working on it and they need to either hammer out a consensus themselves or
be manipulated into arriving at one
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Question

Response

Is visioning different
than participative
planning?

- conventionally people were asked to comment on specifics of plans but what
hasn’t happened is asking people "why" and that is what visioning does

Are there examples of
specific elements in a
plan that originated
from involvement of
people who would
not have been
include except
through participation
in visioning?

- there was a case where people in a community were talking about having a
strong agricultural presence but it turned out there were only four farmers
actually left working in the area and they were ready to pack it in; they got
involved in the visioning process and said if you want agriculture then you
better listen to our concems; normally four people wouldn't be listened to but
because everyone wanted farming in the area they did listen

- our firm has worked in 10 municipalities and generally politicians and planning
directors hate this process and don't believe in it; they usually end up with 7
instead of 3 specific goals because of the extra involvement of people

How do you go about
facilitating visioning?

- we're pretty "off the wall” around here; there's always an element of
entertainment, shock. something that forces people to think in different ways

- in one town people were asked to write a postcard as though they were visiting
the place 10 years from now; what was it like but they had a limited space

- we sometimes use debates between extreme views, scripted out in order to get
people going; have to get them going right away

- sometimes we are manipulative in order to stimulate and challenge

- each time the group decides on something, say a vision statement, we type it up
and hand it out for all to see: they see the plan growing and don't backslide

Do peaple participate
as individuals or as
representatives of

groups?

- often as representatives and we ask them to go back to their groups and discuss
the interim points and when they come back to either have buy-in from their
groups or new things to discuss

How do you judge the
success of a
visioning exercise ?

- do people come back the second day; how uncomfortable are they
- does it represent consensus, do key players champion it, is it realistic, doable

alternatives to
visioning?

Should the vision be - it is difficult to measure but a vision should be a check list that people can look
monitored? at and ask, are we getting closer to the vision?
What are the possible | - someone can play God and say this is the way it's going to be

- a person who really had a sense for the community could write something that
might work, but that probably wouldn't work any more
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Question

Response

Why is visioning done?

- to set common goals; to achieve clarity and alignment among stakeholders

- not just goals but rather to build shared understanding and committment

- "unless you know where you're going, it is hard to get there... people often
work at cross purposes”

Does visioning
primarily involve
abstract ideas or
concrete pictures of
the future?

- the shared vision ought to be a picture of what people want but that can have
both abstracts, i.e. qualities and values and concrete or specific things
- the best visions are a marriage of the two

Do all people have the
same capacity to
create mental
images?

- yes, evervone is capapble to a greater or lesser extent
- all people's views are important

How are the outcomes
of visioning exercises
used?

- the most important thing is communications; everyone should understand what
the vision is; then the organizational structure should be reviewed to make
sure it reflects the vision

- the dynamic of visioning drives strategic planning in the sense that strategic
planning is the way in which decisions are made

- hopetuily the old idea of static strategic plans is passing; it is too hard to have
set plans when things are changing so fast

[s the visioning process
or the resulting vision
itself more important?

- the process is more important; it serves to broaden understanding

[s a vision of the future
an essential part of

- one would hope so but not all is; some planning is, of necessity, very
mechanistic

all planning? - it should be an essential part of strategic planning

Is there a difference | - ves there is a difference but vision should not just be wordsmithing; that tends
between individual to promote compromise instead of consensus and that is no good
vision and a - can't just be horse-trading; need to find the areas of agreement

consensus vision?

Is a shared community
vision possible?

- yes, it is possible
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Question Response
Where did you leam - this is just common sense, it has always been in my mind i.e. what do we hope

how to do visioning?

to accomplish?

- but in an orgnizational context the first time I saw it was when I worked with
the Ontario Government in the late 70s and earty 80s; there was some
propaganda around then and the idea of shared goals/visioning process was
used in the pay equity process

- worked with a consultant, Linda Pickard who does strategic planning

- have read Ziegler, Senge but it is just common sense; read them after the fact

Is there anything that
might be called a
philosophy, a theory
or theory-like set of
ideas underlying the

visioning?

- the reason why visioning is critical has to do with the nature of the way people
work together; everyone has their own values and ideas about the community
and they need to be bound together

- story of a maritime village where there were ethnic and religious differences
but which worked together for the common institutions

Is visioning different
than participative
planning?

- there can be a difference

- participative planning may just be a chance for sectors to comment on a given
plan or on individual visions but no process to form a collective vision

- visioning is the effort to build a real understanding

Are there examples of
specific elements in a
plan that originated
from involvement of
people who would
not have been
included except
through participation
in visioning?

- the way in which the city and township are approaching amalgamation may be
an example

- there was a genuine desire for faimess and an opposition to nastiness and that
may have led to the present negotiations that are more equitable than they
might otherwise have been

How do you go about
facilitating visioning?

- in the case of the exercise I was working on I didn't have much control of the
process; there was too much of a set process, answering only certain
questions, voting on options; I would have liked more openness

- for me what is important is having enough time to really understand other
people's views in order to build bridges so a sequence of events that allows
that depth of discussion is necessary

- my approach probably comes from my background in labour mediation 1
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Question

Response

Who participates in a
visioning exercise?

- in the community setting where I worked the participants who responded to the
invitation self-selected and were probably not truly representative of the cross
section

- they were probably an educated elite and those with particular interests

Do people particiate in
visioning as
individuals or
representatives of
groups or interests?

- all sorts of people participated, some as individuals and some representing
others:; some in both capacities

Are participants leaders
or do they become
leaders?

- people are not necessarily leaders when they get involved but if they participate
in building 2 consensus then in a way they do become leaders

- in the end the vision should be the view of the community leaders as informed
by the citizens

- there is a lot of cynicism about visioning; people feel leaders are just picking
off the best ideas from the process and using them to get re-elected

How should we judge
the success of a
visioning exercise?

- the exercise is successful to the degree that a consensus is built and that there is
a sense of commitment to a more or less common goal

How should we
monitor the outcome

- if it has worked then there will be a follow-up; the people who have
participated will be motivated to continue to be involved and there will be no

of visioning? need for formal monitoring although there will be a need to encourage and
channel this in practical terms
What are the possible | - the alternative is elitism, just those in power or a small group formulating a plan
alternatives to and then getting comments
visioning? - if you intend a limited dialogue with the public then you should be honest

about that
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SUMMARY OF INTERVIEW NUMBER 10 Page 1
Question Response
Why is visioning done? | - you can't plan twenty years ahead without just extending the baggage of today
- we try to get people to imagine a very long time into the future, 100 years
Does visioning - [the interviewees chuckled and said they had never analyzed this]
primarily involve - it is about both but mostly about abstracts, attitudes and even organizational

dynamics but we need to use certain visual images for some people in order
for them to understand what we mean

- if people drink the water from the lake in front of them that is very concrete but
they can come to understand that there are many other more abstract
connections; the water is part of a whole system and understanding ecological
health is important as is community continuity

- we are constantly going across and making connection; it comes on like an
image on a computer screen a little bit at a time

- there are weird combinations of abstract ideas and concrete reality

- we keep going back to things that are real

Do all people have the
same capacity to
create mental
images?

- we find people's ability to see things is surprisingly good: the ones who have the
most difficulty are the bureaucrats and politicians; the general public and kids
know pretty well what they want; the rigid ones are the decision makers

- we handle that by building up a good background of information and having
clear conceptual response and then get concrete and find an image to operate
it out on paper for people; now we work more with computers and 3D
images; we are starting to understand the kind of visualizations and
connections you can make

How are the outcomes
of visioning exercises
used?

- the process leads to a document, a written plan but in a larger way it is about
empowering a community to make choices

- we try to use it to show people what they've got and to leave them thinking that
if we like what we've got how do we keep it and if we don't like it how do we

change it

Is the visioning process
or the resulting vision
itself more
important?

- we try to set up a whole attitude about the future so the process is more
important; a fixed plan is out of date almost before it's finished; a process can
change, it can adapt new knowledge, it can throw out old knowledge

- people need to keep going back to their community and their landscape and
keep interacting with it and drawing strength from it

- there can be principles that people maintain such as keeping the environment
healthy
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Question Response
Where did you learn - [one interviewee} when [ was young [ went through some difficult experiences

how to do visioning?

and it taught me 3 things: first that democracy is very fragile, second is that
when society turns its back on you then nature is what you can count on and
finally that you need to be sensitive and so what I do now is to try to work
with people to accomplish their purposes with these things in mind

- [second interviewee] there are a number of planners and landscape architects
who developed various process ideas in the late 60s where they looked to
nature as a base and understood how communities grew and evolved; people
like Ian McHarg and Michael Hough

Is there anything that
might be called a
philosophy, a theory
or theory-like set of

- philosophically speaking we're practicing phenomenology [there was no further
elaboration on this in the interview but the Concise Columbia Encyclopedia
(1983) defines phenomenology in part as a "method devoid of
presuppositions... focussing purely on phenomena and elucidating their

ideas underlying the meaning through intuition. Anything that cannot be perceived, and thus is not
vision approach to immediately given to the consciousness, is excluded.] 1
planning? - it is an exercise in existentialism, of empowering a community to make
decisions ]
Is visioning different - you can't just ask a diverse group of people to "participate” in thinking about ]
than participative the future; we've found that you have to give them ideas ]
planning? ]

How do you go about
facilitating visioning?

- we try to get a broad consensus; we listen to people and then they listen to us

- we think of the 3 Ls: listen, leamn, then leadership; you have to do the first 2
before you can lead; you have to breath in before you can breath out

- our approach is not really a system, not a formula; it is water logic rather than
rock logic; we try to stay open

- [second interviewee] we focus on the task rather than the process; we try to
understand the specific situation, needs, dreams of the people we are working
with; if you do your homework there is such a rich group of things to work
with that ideas aren't a problem; we try to keep our antennae out and
understand what kind of dynamics you face; we don't run it through a matrix,
it is not prescriptive' it is very associative

- we really do listen to people; we work very hard and put oursetves on the line
and constantly demonstrate that you are learning and building real
relationships with people

- in the end the facilitator has to lead, to get closure, that's why they hired you
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Question

Response

How should we judge
the success of a

- it needs to start a whole community process; it's not just the resulting plan or
the institution but what happens in the schools, what happens in the

visioning exercise? community, what happens out in the landscape J
- in one of our projects it made the whole river valley more visible and more
tangible to the community; now 18 years later it's their river; they use the
planning document in schools to teach history
What is essential for - these are intense, long term involvements
visioning? - we find it easier to work in smaller communities where people know each

other, the feedback loops are shorter, they are more receptive. the experience
is more direct
- for us it is very high energy, concentrated

)
- what is important in our work is the life skills of the individuals in our firm and |

the attitudes we bring
- there needs to be a genuine commitment on the part of the community leaders
and an empowerment of the people

e
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Mark Bekkering Hamilton-Wentworth Region (905) 546-2195
Box 910, 119 King St. W.
Hamilton, ON, L8N 3V9

Lucille Bish Waterloo Region (519) 575-4499
150 Frederick St.
Kitchener. ON. N2G 4J3

Elaine Brunn Shaw & Maryv Elder Haldimand-Norfolk Region  (519) 587-4911
70 Town Centre Dr.
Townsend, ON, NOA 1S0

Trevor Hancock York University (905) 893-2808
29 Napier
Kleinberg, ON, LOJ 1C0O

Brian Hunsberger House of Friendship (519) 742-8327
51 Charles St.
Kitchener, ON, N2G 4R3

Carolyn Kearns The Randolph Group (416) 368-7402

111 King St. E
Toronto, ON, M5C 1G6

Mary Lazier Corbett 46 Clergy St. E (613) 530-2819

Kingston, ON
K7L 3J21

Brian Marshall REIC Ltd. (905) 841-5551
15010 Yonge St.
Aurora, ON
L4G 1M6

Mr. Jim Micak IER Planning Research (905} 660-1060
& Management
7501 Keele St. Suite 200
Concord, ON
L4K 1Y2

Raymond Moriyama &
George Stockton Moriyama & Teshima Architects (416) 925-4484
32 Davenport Rd.
Toronto. ON, M5SR 1H3
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Journals Reviewed

Australian Planner

Berkeley Planming Journal

Built Environment

Cities

City Magazine

Ekistics

Environment and Planning (B) Planning & Design
Futurist

Journal of Planning Education and Research
Journal of Planning Literature

Journal of the American Planning Association
Joumal of Urban History

Landscape and Urban Plarmmg

Places

Plan Canada

Planning

Planning Perspectives

Planning Quarterly

Planning Theory Newsletter

Planning Week

Regional Science and Urban Studies
Regional Studies

Small Town

Socio-Economic Planning Sciences

Third Worid Planning

Town and Country Planming

Town Planning Review

Urban Affairs Quarterly

Urban History

Urban Studies

Library Call Numbers

NA 9280 A9
HT 390.B46
NA 1 O38x
HT 101 C57x
HT 169 C3C58x
HN 1 E45

NA 2005 ESS8
CB 161 F8x
HT 165.52 I6x
HT 166 J67x
NA 9000 A45
HT 101 J68x
QH 540 L3x
NA 2540 P52x
NA 9000 T582
NA 9000 P52
HT 166 P55«
HT 169 N4Téx
HT 165.5 P53
NA 9000 P52
HT 390 R4x
NA 90060 R35
HT 166 Sé6x
HN 1 S66

HT 390 Ta
NA 9000 T5
NA 9000 T6
HT 101 U67
HT 103 U65x
HT 103 U7





