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The Leader as Painter:  

Communicating your Vision 

Effectively 

“Those who have most powerfully and permanently 
influenced their generation have been the “seers”- 
men who have seen more and farther than others.”  

Oswald Sanders 
 

“Vision is our deepest expression of what we want – 
the preferred future,  

a desirable state.”   Peter Block 
 

 

One of the major responsibilities as a leader is to cast vision. One leadership framework 
describes vision casting as “communicating a picture of the future that motivates people to 
act. It is helping people see through the mundane to the goal at the end.  It is helping them 
see that the goal is worthy and satisfying.  Vision paints the picture of what things could be 
in the future.  It touches the heart.  Effective vision is phrased in a way that draws others to 
willingly sacrifice time, effort and resources to bring it about.” 

A leader may have an exciting vision for the movement, but for some reason, they are 

stuck. They've never learned to communicate it effectively to their followers.  This is critical 
to the success of the movement. 

   

What Vision Casting Means 
 

 Communicating a picture of the movement’s future that catches people’s attention. 
You describe a scene, a snapshot of what the movement will look like three to five 
years from now. It must be compelling and worthy of their best effort. This implies 
you have spent time with the Lord and with your team, and have a sense of where 
you all want to go. There is shared leadership and local ownership. 

 
 Communicating hopes and dreams so that others clearly understand and accept 

them as their own. 
 

 Communicating a picture of the future to many others whose partnership you will 
need to get there.  

 
 
John Kotter, in Leading Change outlines several key elements in effective communication 
of vision:  
 

 Simplicity - This is not the place for technical language. Everybody, including those 

not familiar with our movement, should be able to understand what you’re talking 
about. 

 Verbal Pictures - Can people “see” what you're describing? Are the images familiar, 
valuable and important? 

 Multiple Forums - How many different places and ways are you communicating 
vision? 
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 Repetition - People tend to underestimate how much communication is necessary.  
“Leaders of ten can hold vision for about a week; leaders of hundreds for about a 
month.” Carol Davis 

 Leadership by Example - Do you reinforce the vision by your example? Or are you 

saying one thing and living out another? 
 Give and Take - Are you the only source for your vision? Do you allow others to 

help shape the picture of the movement's future? Have you talked about vision with 
your team? 
 

 

Painting a Picture. 

The most effective leaders are able to paint a 
picture of the desired future. Perhaps the best 

way to do this is through the use of analogies or 
metaphors.  If you want to communicate a vision, 
try comparing it to something that everybody 
already relates to.  Jesus was the master at this.  
Did you ever notice how many times Jesus said in 
the New Testament, “The kingdom of heaven is 

like…”? And then he’d give an analogy, a parable 
or a metaphor.  

Notice the use of metaphor in this story. 

Moreover, Ahithophel said to Absalom, "Let me choose twelve thousand men, and I 

will arise and pursue David tonight.  I will come upon him while he is weary and 
discouraged and throw him into a panic, and all the people who are with him will 
flee. I will strike down only the king,  and I will bring all the people back to you as a 
bride comes home to her husband. You seek the life of only one man, and all the 
people will be at peace." And the advice seemed right in the eyes of Absalom and all 
the elders of Israel.  

 
Then Absalom said, "Call Hushai the Archite also, and let us hear what he has to 
say." And when Hushai came to Absalom, Absalom said to him, "Thus has Ahithophel 
spoken; shall we do as he says? If not, you speak." Then Hushai said to Absalom, 
"This time the counsel that Ahithophel has given is not good." Hushai said, "You 
know that your father and his men are mighty men, and that they are enraged, like 

a bear robbed of her cubs in the field. Besides, your father is expert in war; he will 
not spend the night with the people. Behold, even now he has hidden himself in one 
of the pits or in some other place. And as soon as some of the people fall at the first 
attack, whoever hears it will say, 'There has been a slaughter among the people who 
follow Absalom.' Then even the valiant man, whose heart is like the heart of a lion, 
will utterly melt with fear, for all Israel knows that your father is a mighty man, and 
that those who are with him are valiant men. But my counsel is that all Israel be 

gathered to you, from Dan to Beersheba, as the sand by the sea for multitude, and 
that you go to battle in person. So we shall come upon him in some place where he 
is to be found, and we shall light upon him as the dew falls on the ground, and of 
him and all the men with him not one will be left.  If he withdraws into a city, then 
all Israel will bring ropes to that city, and we shall drag it into the valley, until not 
even a pebble is to be found there."   
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And Absalom and all the men of Israel said, "The counsel of Hushai the Archite is 
better than the counsel of Ahithophel." For the LORD had ordained to defeat the 
good counsel of Ahithophel, so that the LORD might bring harm upon Absalom. (from 

2 Samuel 17:1-14) 
 
 

Ahithophel was the trusted counselor of Absalom.  Why then, was the advice of Hushai  
considered “better” than the counsel of Ahithophel?  How did Hushai “paint a picture”? 
 

 

Some Encouragement as You Cast Vision 

 

A few final thoughts of encouragement as you cast vision.  
My friend and mentor, Tom Nebel drew this thought out on a 
napkin for me one time. (It is now in one his books…) 

Quadrant 1:  They like your vision and they like you.  The 
more leaders like this you have, the easier it will be to cast 
your vision.  And the more fun you will have. 

Quadrant 2:  These people are positive about the vision, but 
they are not sure about you.  You don’t need to cast vision, 
as much as you need to work on your personal relationship 
with the leader you are coaching.  They need personal 
contact in order to be fully aligned. 

Quadrant 3:  These people are very positive about you, but 
they are not totally sold on your vision.  These leaders need personal contact also. Get one-

on-one with these key people. Get alone with them. Share the vision with them. Let them 
ask questions. Let them catch it from you at a breakfast or a lunch or a dinner or something 
like that. Then they’ll be your key supporters. People are usually down on what they’re not 
up on.  

Quadrant 4:  These people don’t really care about you or your vision.  You need to move 
them across the line to you or your vision.  If you can’t (and you may not be able to), these 

leaders will eventually need to find a different place to serve. 
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One important thing to remember as you cast vision   

No matter how well you cast the vision, not everyone will buy into it at the same time.  
Everett Rogers at the University of New Mexico understood that people accept new ideas in 

different ways. Here is his graph below:   

 

 

 

 

 

 

 

 

 

 

 

 
 
 
 
 
From his diagram, we see that to implement a new idea or vision, you can’t expect that 

everyone will jump on board at the same time.  In reality, you need around 16% (the 
Innovators and the Early Adopters) to get started.  These must be key leaders in the 
organization.  However, the more people you have on board and aligned to your vision from 
the start, the better. 

 

Application 

As you begin to think about vision casting ask, “Who are 
the individuals or groups you want to enlist in the 
vision?” In other words, to whom will you be casting 

vision? 

Then, evaluate your vision casting:  Kouzes and Posner in 
their classic book, The Leadership Challenge (p.112) ask, 
“Can you do more of the following as you are 
communicating vision?” 

 
 
 
 

 
 

34% are Late Adopters—the 

Skeptical. They need to see it 

working in their own setting. Most 
uncertainty must be removed 

before they feel it is safe to adopt 
the vision. 

 

13% are Early Adopters 
– the Respected.  They 

have a great bias for 
action.  They just need to 

understand the vision. 

34% are Middle Adopters—the 

Deliberate.  They need to see a 
model of how it works before 

they get on board. 

 

16% are Laggards ---the 
Traditional.  Their point of 

reference is the past.  They 
may never get on board. 

 

3% are Innovators—the 
Venturesome. They think of 

new breakthrough ideas. 
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 Use images and word pictures. 
 Use examples to which people can relate. 
 Talk about traditional values. 

 Appeal to common beliefs. 
 Get to know your audience. 
 Use repetition. 
 Be positive and hopeful. 
 Shift vocabulary from “I” to “we”. 
 Communicate with passion and emotion. 
 Have personal conviction about the dream. 

 
 
 

On a final note, make sure you answer 

key questions.   

 
Rick Warren says that to cast vision effectively, you 
must answer seven key questions: 
 

 
1. You have to answer the most basic of all questions: Who are we? Why do we 

exist? What is our identity?   
  

2. Where are you going? You have to let people know where you’re going.  In order 
for a leader to cast vision, he must first know where he is going. Leadership is 
influence. Leadership is knowing where you’re going and being able to persuade 
people to come along with you.  That’s influence. If you don’t know where you’re 
going, nobody’s going to follow you.   

  
3. You have to let people know why where you are going matters. You have to answer 

the question, “Why are we going there?” In other words, you need to let people 
know why you do what you do. That’s very important. They won’t follow unless they 
believe the destination is worth reaching.  

  

4. You have to answer the question, “What does it feel like to be going there?” 
People want to be in on fun; they don’t want to be left out. So you need to 
communicate the great feeling of being involved in a significant ministry.  People are 
looking for significance. When you can communicate to them that what they’re doing 
is part of the kingdom of God, then you’ll have people coming to you asking to get 
involved. You need to tell them, “It’s a great way to invest your life, and it’s fun and 

fulfilling.” 
  

5. What can they do?  In other words, you need to show every individual how he or 
she can own a part of your particular ministry.  It’s like a symphony where 
everybody plays his or her part. They each may play different notes, but when it all 
blends together, it creates beautiful music.  A great leader has the knack of helping 
people see how the part they play fits into the whole, and how their contribution 
helps the overall vision. You must affirm people, believe in them, and put faith and 
trust in them. 

  
6. You need to tell people how you’re going to do your vision. How are you going to 

get this done? People want to know. What’s the specific strategy? One of the most 
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important things here is to communicate cooperation. "We all have to do this thing 
together. We can't be heading off into different directions." 

  
7. You must answer the unstated question everyone asks: What are the rewards? 

Whenever you’re trying to recruit somebody for some kind of ministry, it’s always 
important to explain the benefits to them personally. In ministry, the emotional 
benefit is paramount. How will they feel by getting involved?  What is the reward for 
achieving the goal?   

  
  
Now, you are ready to write out your vision. May God help you paint a picture and cast a 

vision that far surpasses anything you could do without Him: "But these things [God 
planned] won't happen right away. Slowly, steadily, surely, the time approaches when the 
vision will be fulfilled. If it seems slow, wait patiently, for it will surely take place. It will not 
be delayed." Habakkuk 2:3 (NLT)  

 

 

 

 

 
References 

 

Cru campus ministry leadership framework. 

 
Kotter, J. (1996). Leading change. Boston: Harvard Business School Press. 

 

Kouzes, J. & Posner, B. (2007). The leadership challenge. San Francisco: Jossey-
Bass. 

 

Lorenzen, J. I first heard the concept of the leader as a painter from Jay Lorenzen.  

Check out his blog at http://www.jayandlaurielorenzen.com/.  Jay writes about 
creating a learning and leadership culture. 

 

Nebel, T. & Rohrmayer, G. (2005). Church planting landmines. St. Charles, IL: 
Churchsmart Resources. 

 

Rogers, E. (2003). Diffusion of innovations. New York: Free Press. 
 

Warren, R. from article on http://www.christianpost.com/news/how-to-share-god-

146-s-vision-for-your-church-32798/  accessed on Jan 20, 2013. 

 
Photos by Alvimann and Photomaryke. 

http://www.jayandlaurielorenzen.com/
http://www.christianpost.com/news/how-to-share-god-146-s-vision-for-your-church-32798/
http://www.christianpost.com/news/how-to-share-god-146-s-vision-for-your-church-32798/

