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DECIDE: Four-Part Visioning Process  



In our retreat, we’d sit in a circle and take everyone’s ideas 
and write them on flip chart sized sticky notes.  We put 
them on the wall for everyone to see.  This also created a 
record of our thinking process.  

Give yourself plenty of time to gather ideas so that 
everyone has time to think and to be heard.   

We would begin this part of the process the first morning of 
our retreat. Usually we could finish up part one in about 
three-hours. Other times we would continue after lunch. 

As you and your staff explore ideas… 
• Be open-minded.  
• Entertain all possibilities.   
• Remember, it’s your dream!   

Refrain from making judgmental comments such as : 
• That’s too expensive.  
• Oh, yeah, really.  
• In a million years!   

Keep a bit of magic in the air that anything is possible!   

We’re talking transformation here! 
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DECIDE: Creating A Vision Plan  



After the last staff member has spoken and everyone is 
satisfied with the list, only then as school leader is it time 
to add your own thoughts and desires if they haven’t 
already been expressed.  

Read through the entire list.  

Ask again if anybody would like to add another idea to 
the list.  

At this point, work to consolidate the list to five items.  

Three items are too few.  Ten are too many.  Five items 
seems to be just right.  

I used a technique where everyone would vote for their 
top five ideas.  That would help us prioritize and get to 
the five major points fairly quickly.  

Only when everyone is happy with the wording on this list 
of five major points is it time to move on to the second 
part of your visioning process.  
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DECIDE: Creating A Vision Plan  
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DECIDE: Creating An Action Plan  
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DECIDE: Creating An Accountability Plan  
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DECIDE: Creating A Feedback Plan  
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A Working Plan Example  
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RECRUIT: Finding And Using Keywords  



Let’s go back to our working plan example. Let’s look for 
the key words.  

I would suggest that you look through all your big sticky 
notes to capture all your keywords. There are more than 
the ones on your working plan.  

What Do We Want Our School Community To Be? 
We want families and staff members who…  
•  Appreciate our school and each other  
•  Understand and support Montessori ideas and 

practices  
•  Communicate and problem solve in open and honest 

ways  
•  Work to create school/home partnerships to support 

all our children’s development and learning. 

How Can We Make This Happen? 
• Offer a quality Montessori program with on-going 
information to all our community members about 
Montessori and child development principles 
• Use and teach problem-solving tools to all community 
members, children, families and staff members. 
• Offer fun relationship building activities through out the 
year, i.e. open houses, picnics etc.  
• Seek first to understand, then to be understood.  
• Support all community members by listening.  

To Make Sure This Happens We Will… 
• Offer friendly reminders of what it means to be part of our 
school community…In our school we… 
• Step up when we see a problem.   
• Have the difficult conversations.  
• Ask for help when we need it.  

Use your keywords everywhere.  They communicate exactly 
who you want in your school community.   

These keywords also express what it means to participate 
in your school community.   

Keyword Message  

What if the following message, which is only a slight rewrite  
of the vision plan, were on the landing page of your website 
or framed in your front hallway at school?  
Or posted in every classroom?   
In your parent and staff handbook? 
Or these qualities were mentioned in every meeting? 
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RECRUIT: Finding And Using Keywords  



Keyword Message: 
We are a thriving community of children, parents, and 
staff working individually and together to… 

• Appreciate our school and each other  
• Understand and support Montessori ideas and practices  
• Communicate and problem solve in open and honest 
ways  
• Work to create school/home partnerships to support all 
our children’s development and learning. 

With that message, what kind of people are you going to 
attract to your school community?   

How will that type of on-going message keep and 
transform the right families in your school community? 

Using keywords in all your communications helps you 
attract your dream families to your school.   

Using keywords helps transform your existing community.  

Our vision plan leads to our working plan. 
Our working plan provides transformative keywords. 
Keywords lead to our next big idea. Clear Expectations. 
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RECRUIT: Creating Clear Expectations 
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RECRUIT: Avoiding Difficult Families  



When we lack clear expectations for how we want our 
school community to behave, we end up attracting 
difficult people.   

When we compromise our expectations and start to fill 
spaces in our school just for the dollars, and not for the 
community building qualities we desire, we start to 
attract difficult families and staff members.   

And, I know, it is scary and painful to turn away families 
when you need the dollars.  It’s hard to turn away staff 
when you are short-handed. 

I found, though, that reaching out using keywords and 
clear expectations helped families and staff members 
self-select our school for all the right reasons.   

Which helped me break-through with this idea: 
Be clear about the consequences of not meeting 
expectations. Unambiguous Consequences. 
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RECRUIT: Creating Unambiguous Consequences  



Elvis’ business manger, Colonel Tom Parker, required that 
every venue that asked Elvis to perform to do a small task. 

They were to deliver a matchbook from their business to 
Colonel Parker at an appointed place, day and time. 

If the matchbook was delivered correctly, the Colonel 
booked Elvis for that venue.   

For the folks who couldn’t deliver the matchbook to his 
specifications, well…Elvis never played there.  

What the Colonel knew is that talk is cheap.   

But being able to follow through is what you want from 
someone you are doing business with, someone who is in 
your school community. 

• Your dream families have follow through. 
• You set requirements for being part of your school 
community.   
• You are clear about the consequences for not meeting 
those requirements.  

page  14 © Maren Schmidt  

RECRUIT: Creating Unambiguous Consequences  



I think we all could all take a lesson from this school:  

West Point.   

The West Point Cadet Honor Code says: A cadet will not lie, 
cheat, steal, or tolerate those who do. 

What kind of people do you think West Point attracts using 
that language, those keywords? 

How do you think someone who had previously lied, 
cheated, stolen or tolerated that behavior in others—
changed their own behavior if they were accepted into 
West Point? 

And what are the consequences of violating the honor 
code?  At West Point, every cadet knows the consequences.   

At your school every adult should know the consequences 
of non-participation.  
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RECRUIT: Creating Unambiguous Consequences  
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Summary 



You now have the keys to plan your dream Montessori 
school community. 

You have an outline for a simple and effective five-step 
system, the DREAM System, to help you plan and create 
your dream school. 

Here’s to the school of your dreams! 
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Your DREAM System  
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