Strategic Planning Process – shared by E. Malayter of Café 
Outcome:  
Vision Statement

Mission Statement

Goals

Finally a series of work plans that will accomplish the stated goals.

Mapping exercise:  As a farmer’ co-op, we decided to map our region with markets, mountains, farm locations.  We produced a list of pros and cons for our region with regard to the viability of our plans.  It helped fix in our minds the challenges and possibilities.

Visioning exercise:  With markers and flip charts in small groups.  Brainstorm about what the organization you want looks like.  Membership composition and numbers, mission ideas, ways to get there…

On regrouping assemble the sheets and pull off all of the ideas that overlap.  Discuss odd ball ideas- some will stay and some will go.

Write a draft vision statement.  It can circulate and get a wording check by e-mail and phone.  This is at least an hour and a half of work.  Some planners suggest a half day.

Mission and Goals should flow fairly easily from the vision and the visioning exercise.  Some of that probably came out in some of the info that didn’t make it into the Vision statement.

If the Mission statement is hard, go back to the flip chart and the markers.  With the vision on the wall in big letters in front of you look for ways to accomplish that vision and stay true to your ideals.  Ask questions and brainstorm again.  Maybe the vision is not quite right and needs an adjustment- it will come out as you work through the mission.  The mission might take another hour and a half, but goals should come more quickly.

  Don’t try to cram too much into each session.  This is brain busting work and makes people tired and cranky if they do too much at once.  Check with your membership often to make sure that they are all on board.  Give each member an opportunity to weigh in with their concerns and comments.

Goals support the mission and vision.  The vision is for what you would ultimately like your organization to look like- goals will get you there.  If the goal does not support the mission or vision no matter what a great idea it may be, set it aside for now.  If it is truly a fantastic idea maybe it can be adjusted to fit or maybe it needs to be in another venue.

Once the goals are written the work can be divided up.  Small groups work well at putting together a work plan and making the goal manageable.  Each work plan can be presented to the larger group for approval and adjustments. 

Building A Results-Based Accountability Evaluation Framework

(Ty’s tool #1)
Evaluation is a way of looking at what you’re doing, trying to figure out what’s going well, what’s not, and what changed because of your work. The final step is using this information to improve your programs, services and ultimately, your impact. For us, effective evaluation includes four areas:

A participatory exercise to help a grassroots organization build an evaluation framework

(Ty’s tool #2)

Determining what to evaluate:

1. Provide and explain the “Building a Results Based Accountability Evaluation Framework” handout.

2. Have group participants identify examples which might fit under each category

3. Using a flip chart or some other visual device, ask participants to define what they want to measure under each of the boxed categories.

4. Have participants identify how the information will be collected, and from who (identify groups to be surveyed, individuals to be interviewed, etc.).

Building the framework, implementing the evaluation

1. As an outside facilitator you may have to assist the grassroots group/organization in building the evaluation toolbox.  This may include the identification of measurement tools for data collection, the creation of survey/focus group/interview questions, etc. (This can be done utilizing participatory techniques as well).

2. As an outside facilitator, assist in gathering the information. For example, you may be the one conducting interviews and focus groups.

Data analysis and utilization:

1. Begin to categorize and group data – where does the data fall?  This will help the group/organization determine and understand where their work is having an impact. 

2. Determine major categories of impact and results (ex: providing for basic needs, increased participation, stronger leaders and groups).  This will help the group/organization realize how results build on each other, creating larger impact.  Once you have determined these major categories, you may wish to use the impacts and results handout for a specific program or activity.

 Using the Impact & Results Handout*

1. After major categories of impact and results have been identified by the group/organization, facilitate the group in identifying where the results lie for an individual program or service.  This can be done in a variety of ways, for example, providing the Impact & Results handout to a group, and having them list the impact and results for a specific program under each category.

Intended results for this exercise:

1. Helping to build the infrastructure materials and data collection framework for program and service evaluation which can be utilized over time.

2. Helping groups to begin thinking about the results and impact of their programs, as opposed to only their output.

3. Helping groups realize how results build upon each other.

4. Helping groups to identify where to focus their energy, and determine future visions and goals for desired impacts and results.

5. Helping to determine what changes need to be made to programs and services in order to increase effectiveness.

*This participatory tool is new, and we can foresee a variety of ways in which it may be utilized.  This is merely a guideline for how to use these tools, and should be customized for work with specific groups.

Impact & Results (Ty’s tool #3)

Pie Piece Planning (Craig’s tool pg.1)

“Pie Piece Planning” uses a simple, visual metaphor to help grassroots organizations identify the pieces of their internal organizational work and external program work, and then set goals for each.

1) Draw a circle on flipchart paper or a dry erase board.  This circle is your ‘pie’—it represents all of your organization’s time and energy (from Board, staff and volunteers) over the next year.

2) Draw a horizontal line dividing the circle in half.

· The top half is your external or program work—all of your community activities, everything that people outside the organization can see.

· The bottom half is the internal, organizational work—everything you need to do to create a strong enough organization to do the program work on top—the board of directors, fundraising, policies, financial systems, and planning.  People outside the organization may not see this half, but you wouldn’t exist without it.

· It’s generally a good guideline to think of this as a balance:  half your energy and time going to external work, and half to internal work.  

· Organizations that overbalance toward internal work may have good policies and strong internal systems, but they don’t make much difference in their community.

· Organizations that overbalance toward external work may have very good programs, but they often operate in crisis, without enough money or people or plans to carry out their programs effectively or sustainably.

3) Ask the group to continue dividing up the pie.

· What are the pieces of your external work?  What are the pieces of your internal work?  How much of your time and energy do they take up?










(Craig’s tool pg. 2)
4) Set goals for each piece of the pie.

· Write each set of goals on a different sheet of flipchart paper, and tape them up around the room so people can see them all at once.
· Be as specific as possible.  At the end of the year you should be able to say, “Yes, we did this,” “No, we didn’t do this,” or “We did part of this.”
· A good format for a goal is “By _____ we will _________.”

[image: image1]
5) Check in.  When the goals are listed for each piece of the pie, ask:  Do you really have the time and energy to accomplish all these goals during the year?
· If the group confirms these goals are realistic, move on to step 6.
· If the answer is no, the group has two choices:
· You can increase the ‘size of your pie’ by adding time and energy—hiring additional staff, recruiting more volunteers, getting the Board more active.
· You can reduce your goals—either postponing some goals or making them more modest—until your plan does feel realistic for the year.
6) Ask the group:  Now that you have this plan, how are you going to use it?

· A facilitator can give them ideas, but the plan will likely sit on the shelf for the year unless the group itself decides how they want to use this plan over the course of the year.
· A plan like this can be useful for:
· Writing the goals and workplan section of grant applications

· Quarterly evaluation and planning

· Staff and volunteer recruitment

· Year-end reflection and planning

· After the planning session, be sure each participant gets a copy of the plan, including the picture of the pie and the list of all the goals.
Resourceful Communities Program

Participatory Planning Document

GSO Meeting, December 15, 2009

Prepared by:  Cynthia D. Brown

(Cynthia’s tool pg.1)
Overview

The Conservation Fund’s Resourceful Communities Program was established in 1991 to serve North Carolina’s socially and economically distressed rural communities primarily in three regions of the state – the Coastal plains, Sandhills, and Appalachia.

We work with grassroots partners building their local capacity to implement “triple bottom line” approaches (environmental stewardship, community-based economic development and social justice) to enhance their local economies.   Our partner network forms the basis for a statewide movement that advocates for the implementation of triple bottom line policies and programs.

RCP implements its mission through four program areas:

· Capacity-building:  one-on-one technical assistance, leadership development training and small grants;

· Movement-building:  sustaining and maintaining a 350+ network of grassroots groups and resource organizations;

· Policy/advocacy:  raising awareness and acting as catalyst for triple bottom line efforts;

· Innovation and demonstration:  creatively  using conservation resources to meet community needs and implementing demonstration projects to education decision-makers and community leaders.

From its inception, the evolution of RCP has been guided by the interests, assets, and needs of our partners.  The program began with statewide convenings two to three times a year where partners developed a shared vision, mission and work plan.  Based on partner feedback over time, the program began to offer one statewide convening; 2-3 regional leadership workshops in targeted areas of the state to ensure broader outreach to partner stakeholders within each region and to decrease their travel time; and peer learning visits where partners provide intensive lessons on selected topics to a small group of their peers.

The following information summarizes other ways that partners participate in informing our program activities.
Participatory Planning

Historically, we have used a number of strategies to determine the focus of our training, technical assistance, grants program and partner gatherings.  

· Site visits – during site visits with partners, we have asked about leadership and organizational training needs and for feedback on our small grants program.
· Survey/Questionnaire – We have used a formal written questionnaire to solicit input from our partners about annual training topics for our statewide and regional convenings.  (See attached copies of a past telephone questionnaire and the current survey monkey being circulated online to our partners)
(Cynthia’s tool pg.2)
· Workshop Planning – For many of our workshops, we include partners, who have the necessary topical expertise, as peer presenters.  They are included in workshop planning and facilitation.
· Written Evaluations – At the end of each of our training events we request that respondents to our written evaluations suggest Leadership and Organizational training topics.
· Strategic Planning – As a part of our RCP Strategic Planning Process, we have convened partner focus groups and we have involved them in our strategic planning sessions.
· In 2010, we will convene Movement Building Discussions with our partners to:
· Work with our partners to develop a shared vision of our Movement Agenda, how their organization’s work fits into a larger vision; 

· Discuss challenges and impediments to building power and  strengthening our movement for social change;

· Inform future partner training needs;

· Analyze and overcome the effects of race, class, gender, and other cultural factors impacting our work individually and collectively.

Participatory Planning Challenges

1. TCF Organizational Structure – Because the Resourceful Communities Program is a part of a larger national organization, it has been a challenge that we are still working to overcome, to form a structural mechanism like a partner advisory body to receive consistent planning input.

2. Geography – The size of the state makes it a challenge to convene meetings on a regular basis that are convenient to partners with busy schedules and limited time to take away from their work.    RCP provides all workshops free-of-charge and covers lodging, meals and mileage for participants.  In addition to site visits, we rely on email and phone interviews for partner input.

3. Partner Capacity – Many partners have limited number of staff and other organizational challenges.  We work to provide meetings that are as convenient for partners as possible (both schedule and location) and pertinent to their needs.

4. Content Balance – During established state and regional convenings, we continually work to balance training, networking, and planning needs.
“Forced Field Analysis” OR “What you got going on?” 

(Ginger’s tool #1)


For every positive force there is a corresponding negative force. Applied to planning, we identify forces that are pushing us toward our vision (or objective, or goal, or…) and those that are constraining and pushing us away from our vision/objective/goal. Accordingly, this analysis can show us the forces we can build on and strengthen and those forces we need to either reduce or be cautious of. 

(Can be combined with Action Plan Worksheet)

Materials needed: note cards, sticky wall, flip chart paper, markers

1. Divide into small groups (size depends on number of people in attendance). Give each group note cards and markers and give them 5 – 10 minutes (or more, if needed) to write down positive forces, things that the group has going for them that are pushing them towards their vision (or could be used for planning one event, or at any scale). 

2. Put everything that everyone came up with on sticky wall. Have a short discussion about those positive forces and why they are up on the wall.

3. Next, give out more note cards (if needed) and have participants list things that they believe are pushing them away from their vision/goal/etc. Put those on sticky wall and discuss those negative forces.

4. Next, leave the negative forces on the wall and put up the positive forces beside them. Ask the group if anyone can see any “matches,” or any of the positive forces that can counteract the negative ones, that can be relied on to overcome the negative forces, etc. 

5. From those answers make a list – either on flip chart paper or use the Action Plan Worksheet – to plan future actions on this topic.

6. At the end, ask participants if there is anything else that anyone wants to add.

Ginger’s tool #2

     Action Plan Tool – Ginger’s tool #2, pg.1                                                                               ____________________________________________________ Team

Overall Goal(s): ______________________________________________________________________________________________________

_____________________________________________________________________________________________________________________

Action #____:________________________________________________________________________________________________________

Team Members: _____________________________________________________________________________________________________
Key Contact Person: ________________________________________________  Phone #: ______________________________________

	Steps to Achieve Action #_______
	Who is Responsible?
	By When?
	What Do We Need?
	What Will It Cost?
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	Steps to Achieve Action #_______
	Who is Responsible?
	By When?
	What Do We Need?
	What Will It Cost?

	
	
	
	
	

	
	
	
	
	

	
	
	
	
	

	
	
	
	
	

	
	
	
	
	

	
	
	
	
	


How Well Did We Do It?


Data collection


Generally, participant survey but also interview or focus group.


Examples





Level of satisfaction among meeting participants


What those we serve think we do well & their suggestions for improvement




















How Much Did We Do?


Data collection


Count things & maintain accurate records.


Examples:





# of participants in a program


Lbs. of food served


Amount of $ generated


# of meetings held























What Changed?


Data collection


Participant interview or focus group. Generally, questions focus on the impact of programs and services on the lives of those served.


Examples





Increase in skills and knowledge


Increase in income or assets


Change in attitude, opinion or behavior


Change in quality of life























How Can We Improve?


Utilizing Data


This piece of evaluation is about utilizing the evaluation data collected to understand the impacts and results of the organization and to make changes in programs and services.


Example:


How do we take the information gathered and improve our programs and services?


How do communicate the changes or improvements we’ve made to our stakeholders?




















Moving People & Places Out Of Poverty


Examples





* Local small business generates $36,000 via connections made by McSEED*


*7 houses rehabbed through ORR/City partnership*


*$11,000 generated through CAAAN Heritage Tours*


*6 summer youth interns earn $4500*








Empowered People, Stronger Leaders & Groups


Examples


*Increased confidence among adults in workforce training program*


*Youth leadership class participant elected as club officer*


*ORR Association elects a 10 member board of directors*





Increased Involvement & Participation


Examples:


*230 people attend the back to school picnic*


*23 youth attend the Alabama/Georgia Youth Summit*


*30 people who participate in the ORR Association*





Basic Needs Provided For


Examples:


*60 holiday turkeys given to needy families*


*240 referrals to community services*


*2000 lbs. of food distributed through food pantry*











A typical ‘organizational pie’ 





Advocacy 





Youth programs 





External Work 50%





Fundraising 





Organizational �Development 





Internal Work 50%





Reflection &


Evaluation 





Networking 





Example: 


 


FUNDRAISING GOALS


By December, we will raise $23,000 by:


Holding one fundraising event each quarter (spring dinner, 4th of July picnic, fall festival, holiday raffle).


Sending a fundraising letter in May.


Getting 15 businesses to donate a scholarship for the youth program.


Three Board members take grantwriting training (by April) and apply for at least two grants (by October).








ACTION PLAN OUTLINE





_________________________________________________


(Project Objective)





WHICH activities do we want to work on?  (List two activities you want to focus on this year.)


1.








2.





WHO will take ownership of the activities?  (List the names of people in the group who are interested in helping with a particular activity.)


1.








2.





HOW will the activities be carried out?  (List the things you’ll need to do to achieve the activities, such as organize training sessions, write newsletter.)


1.





2.





WHEN will the activity occur?  (As you consider each activity, begin to develop a time line for implementation.)


1.





2.





WHAT resources are needed?  (List any funds and/or materials needed.)


1.








2.














