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	Course Outline
	Charting Your Organization’s Course for the Future

	SUMMARY
	This workshop helps participants understand not only the “how,“ but the “why” of planning for nonprofits.


	TARGET AUDIENCE
	Anyone with responsibility for nonprofit management and governance including paid and unpaid staff, governing authority members, and others.


	StEPs STANDARDS AND PERFORMANCE INDICATORS
	This workshop curriculum supports the following standards and performance indicators from AASLH’s StEPs program (www.aaslh.org/steps).

Section Six: Management Standard 9: “The institution engages in ongoing and reflective institutional planning that includes involvement of its audiences and community.”

Section Six: Management Standard 10: “The institution establishes measures of success and uses them to evaluate and adjust its activities.”
Basic Level Performance Indicators
· The institution does not have a strategic plan, but it does have an annual set of written goals. (9A)
· Staff and governing authority committees create work plans based on annual goals. (9A)
· All annual goals and projects associated with those goals related to the institution’s mission. (9A)
· The institution considers how its activities impact its community. (9A)
· The institution has a general awareness of audience and community needs and it attempts to meet some of those needs. (9B)
· Success is informally measured by staff and the governing authority by assessing whether the institution is meeting its written set of goals. (10A)
· Other criteria for measuring success may include staying within the institution’s annual budget, increasing visitation over the previous year, and positive feedback from visitors through verbal comments and guest book notes. (10A)
· The institution is aware of similar organizations in the area and informally uses them as a comparison for measuring its success. (10A)
Good Level Performance Indicators
· Staff and governing authority (or one of its committees) take part in one or more planning sessions to expand the annual list of goals into a strategic plan. (9A)
· The strategic plan covers a specific period of time, often three to five years. (9A)
· The strategic plan uses the institution’s vision statement as its foundation. (9A)
· The overall strategic plan is reviewed annually, at the minimum, by the governing authority and staff while specific goals within the plan are reviewed more often. (9A)
· Staff and governing authority committees use the strategic plan to set work plans. (9A)
· The strategic plan serves as a filter for determining whether unplanned projects should be pursued. (9A)  

· The institution researches the needs and wants of visitors and of its community through surveys and other ongoing methods of collecting data and opinions. (9B)
· The institution uses visitor and community research to inform its strategic planning. (9B)
· Success is measured on a regular basis as governing authority and staff review progress made in achieving goals from the strategic plan and staff/committee work plans at each governing authority meeting. (10A)
· The institution is aware of standards for the museum field and occasionally uses them to also measure the success of its activities and practices. (10A)
Better Level Performance Indicators
· A regular evaluation of the institution’s strengths, weaknesses, opportunities, and threats is used to inform its strategic planning. (9A)
· The strategic plan drives the institution and all of its undertakings. (9A)
· The institution develops its strategic plan based on research and with active participation from its community. (9B)
· The strategic plan drives the institution and all of its undertakings and therefore is the primary tool for measuring overall success. (10A)
· The institution stays abreast of standards for the museum field and also uses them to measure its performance. (10A)
· To successfully carry out its strategic plan and to meet its standards, the institution consults qualified professionals for advice and assistance. (10A)
This workshop also reinforces standards and performance indicators regarding the integration of institutional operations around a clear mission found in Section One: Mission, Vision, and Governance.

	OUTCOMES
	From taking part in the workshop, participants will: 

1. Understand the benefits of strategic planning for healthy organizational development

2. Understand planning terminology

3. Determine the elements and sequencing of a planning process, and planning terminology 
4. Develop some strategies for making a strategic plan stick 
             in their organizations

5. Improve their abilities to establish criteria for success and evaluate their plan’s effectiveness


	WORKSHOP LENGTH
	This workshop is designed to be presented as a 6.5-hour session in a single day.


	EQUIPMENT NEEDED
	1. LCD projector and computer for PowerPoint slides

2. Flip chart, easel, and markers


	WORKSHOP LOGISTICS 
	Room Setup
Meeting rooms often have seating arranged in rows with a podium or table in the front of the room. This type of setup is the least favorable for adult learners. It encourages passive behavior on the part of participants and makes it very difficult for people to engage in dialogue. 

Your workshop will be much more successful if you arrange to have the room set either with one large conference table (for small groups) or with a U-shaped configuration of tables and chairs with participants facing each other and the instructor up front (works particularly well with groups of less than 20); small groupings of round tables with 4 to 8 people per table works for larger groups. 

Facilities
To increase engagement and participation, answer logistical questions at the beginning of the workshop. It’s possible that many of the workshop participants have not been in the facility before. Explain the location of restrooms, fire exits and procedures, and room security during breaks. These are issues that may distract people if they are not taken care of at the beginning of the day. Once people feel their basic needs have been acknowledged, they are free to give you their full attention. 

Schedule
Adult learners like to know right up front what is planned for the day. Spend two to three minutes at the beginning of the workshop reviewing the agenda including approximate times for breaks and lunch. Again, once people feel their basic needs have been acknowledged, they are more apt to give their full attention to the workshop which means both they and you will have a more successful learning experience.

Adjusting workshop activities to the size, interests, and needs of your group is another great way to create a successful learning experience. For example, depending on the size of the group and the degree to which people engage in dialogue, it may be necessary to adjust the schedule as you go. Plan ahead which activities you could delete if time runs short. 


	ADULT LEARNING PRINCIPLES
	Adults have a different learning process than children. Typically, adults like to have “voice and choice” about their experiences and they like to have some control over the learning process. 
The research on adult learning suggests that retention of learning is a key challenge for mature learners. Adults remember only 10% of what they read and 50% of what they see and hear. But they retain around 70% of what they say themselves and about 90% of what they do. This gives you some good hints about how to structure your sessions. To ensure a successful workshop, give participants plenty of opportunity to make comments, share experiences, ask questions, and when possible, engage in activities where they are doing hands-on tasks that relate to the workshop topic. 
Learning Styles
Participants will have a variety of learning styles so it’s very important to present your information via several modes including visual, thinking, discussion, and hands-on activities.

Visual Learners – Vsual learners may say things like, “I see,” “Show me,” or “I need to read the instructions myself.” Visual learners benefit from overheads, handouts, graphics, websites, and readings. The room setup is important to visual learners. They need to see what is happening, as well as who is talking. 

Oral Learners – Oral learners are likely to say things like, ”I understand what you are saying” or “This sounds great.” They need to hear discussion and express their questions, thoughts, and conclusions out loud. They may seem to be distracted, offering little eye contact when in fact they are often taking notes and working through what is being said. 

Kinesthetic Learners – You can lose kinesthetic learners if you do not have enough breaks and activities. They prefer actively interacting with people and objects to support their learning. 

Managing Challenging Participants
One of the most challenging aspects of training or group facilitation is effectively handling difficult group members. Here are a few typical behaviors along with suggestions to help you deal with each. These situations will require your best communication and facilitation skills. 

The Non-Participant – Engage these people by calling the person by name, directing an easy, non-threatening question to them, or responding to negative body language by asking if there is something they are unclear about or not complete with. Check in with them on breaks to see what’s going on. 

The Monopolizer – This person attempts to control groups by talking, interrupting, and answering all of your questions. If you do not get this person under control you will lose the others’ attention and interest. Summarize the monopolizer’s comments quickly and move on. Use hand signals and body language to recognize others. Interrupt if this person’s behavior continues. Ask for input from those who have not been heard from. 

The Challenger – Generalize. Remind the group that there is no “one way” but that you are providing information on proven practices and solutions. Cite sources when appropriate. Use “I”statements such as “I recommend.”
The Inquisitor – Generalize. State that there may be many answers. Invite others to express opinions. Remind the group that facilitators are not experts. Ask for input from others in the group.

The Distracter – You may encounter a person who is intent on distracting others during the workshop. Side jokes, talking while you are presenting, and pulling you and others off focus are typical behaviors. Remind people that others are very interested in getting as much out of the course as possible and refer to the time schedule as a way of bringing them back. Sometimes simply standing silent and waiting for them to stop has a big affect. 

The Wanderer (going off on tangents) – Ask if you may put this topic on an issues list that the group will come back to, if time permits. Return to the scheduled topic. You might also suggest that participants who would like to continue this discussion can do so during a break or over lunch.


	MATERIALS
	For this workshop, participants should bring:

1. Copies of their organization’s most recent planning documents

The instructor should bring:

1. This curriculum and other notes/materials they have prepared 

2. PowerPoint slides on a flash drive or laptop computer
3. Copies of the following workshop handouts for all participants: 
· Handout A – Self-Assessment: Comprehensive Planning

· Handout B – Long Range and Strategic Planning Comparison Chart 
· Handout C – Self-Assessment: Mission Statement

· Handout D – Checklist to Evaluate an Existing Plan

· Handout E –  My Action Plan for Creating a Strategic Plan at My Organization

· Handout F –  Bibliography of Resources
· Sample Strategic Plan for Those in Need of One to Critique
4. Handout of the PowerPoint slides for note-taking (optional, but many people like to have these; instructor will need to create this handout from the PowerPoint slides)
5. If you own or have access to a copy of the StEPs program workbook, it is helpful to bring it along to show participants while you are reviewing the StEPs program at the beginning of the workshop. However, be aware that some workshop participants may get confused about the connection between the workbook and the agenda for the workshop. AASLH recommends that you emphasize that the workshop’s content supports portions of the StEPs program, but that you will NOT be using the workbook in your workshop. Instead of passing the workbook around during your remarks about StEPs, you may wish to tell the audience that they can look at the publication during lunch or breaks.


	INSTRUCTOR  PREPARATION
	Instructors are encouraged to adapt the curriculum to meet their audience’s needs by adding activities, examples from local organizations, additional handouts, etc. They may want to also add their organization’s logo to workshop handouts and other materials. 

Reminder: By using these curriculum materials, instructors agree to credit AASLH and StEPs during the workshop. 
The PowerPoint slides were created using PowerPoint version 2007. Instructors are advised to carefully check the slides for any image or text shifts or other changes that may have occurred when the file was downloaded to their computer. 


Instructors may also want to consult the following materials as part of their preparation for teaching the workshop: 

Free Management Library: All About Strategic Planning. http://managementhelp.org/plan_dec/str_plan/str_plan.htm
This website is chock-full of links. Don’t get overwhelmed! Choose a few topics, especially in areas where you feel you need an information boost.


Catlin-Legutko, Cinnamon. “DIY Strategic Planning for Small Museums.” Technical Leaflet 242. Nashville: AASLH, 2008. You can purchase this from AASLH for a nominal cost by going to www.aaslh.org and looking in the Bookstore. AASLH will allow instructors to photocopy and distribute the technical leaflet to workshop participants if they choose to use it as a handout.


	EVALUATION
	This curriculum was developed by AASLH with funding from the Institute of Museum and Library Services. AASLH needs your help in gathering data for grant reporting requirements and to make sure this curriculum meets project outcomes. AASLH may ask you to complete a brief, online survey about your experience using this curriculum. Please complete the survey at your earliest convenience after presenting the workshop. 

You may also receive a request to collect your workshop participants’ email addresses so that AASLH can send them a link to a brief online survey. The purpose of the participant survey is to evaluate the curriculum, not the instructor’s performance. There are no questions that ask when or where the person participated in a workshop or who the instructor was. If you are asked to include your workshop participants in the survey, AASLH will request that you provide it with your participants’ email addresses. AASLH will then send them a link to the online survey. Also, be assured that AASLH will not use instructors’ or participants’ email addresses for any purpose other than to send a link to the one-time survey. AASLH is willing to share the survey questions and all survey results with workshop instructors and service organizations.
Instructors and their organizations or agencies may want to distribute their own survey to workshop participants at the conclusion of the workshop. 



Workshop Curriculum

30 minutes

Welcome, Introductions, and the StEPs program

(may take longer
Introduce yourself and thank host institution. Review location of depending on

restrooms and other facility details and give estimated times for
group size)

breaks and lunch. 



Ask participants to briefly introduce themselves by telling the 



group what organization each represents and sharing what they 



hope to get out of the workshop. 



Record their expectations on the flip chart. Return to the flip 



chart near the end of the session to make sure you have 




addressed their expectations. You will save some time at the end 


to tie up as many loose ends as possible that you didn’t get a 



chance to cover in your formal presentation. 
Slides 1- 13 

Introduction to the StEPs Program




StEPs is a voluntary, self-study program developed by the
 


American Association for State and Local History for small- and
 


mid-sized history organizations. The program uses standards, 



assessment questions, and recommendations (called performance 


indicators) to help organizations rate their policies and practices in 


six standards sections. 



AASLH developed StEPs with help from more than 130 volunteers 




from across the country. It was piloted at 47 sites located in 14 states 



from Maine to Alaska, California to Maryland, and Mississippi to 




Minnesota (plus Connecticut, Delaware, Massachusetts, New 




Hampshire, Ohio, Rhode Island, Texas, and Vermont). The pilots 




included all-volunteer organizations, historic houses, private nonprofit,

 

government-affiliated, and tribal sites.




StEPs is the perfect entry level program for organizations that do not 



feel ready for other assessment programs like AAM’s Museum
 


Assessment (MAP) or Accreditation programs. StEPs has no application, 



eligibility requirements, or deadlines. With StEPs, the history 




museum community now has specific recommendations for 



what an organization needs to be doing in order to meet national 




standards. The recommendations are divided into three levels (Basic, 



Good, and Better) which allows for incremental improvement. 



Many of the recommendations StEPs presents can be achieved 




without large sums of money. New or revised policies and practices, 



such as drafting a collections management policy or training people in

 


proper collections housekeeping, require more time than money. 







StEPs rewards an organization’s progress with certificates each time 



it reports back to AASLH that it has achieved Basic, Good, or Better 



performance indicators in a section of the program. This is a great way 



for an organization to highlight its accomplishments and be rewarded for its 


work. Each participating organization is eligible for a total of 18 certificates
 


(6 sections multiplied by 3 certificate levels – Bronze, Silver, and Gold). 



Organizations interested in learning more about the StEPs program can go 


online to www.aaslh.org/steps.
Note to Instructor: If you brought a copy of the StEPs workbook with you, AASLH recommends that you make it available during breaks and lunch instead of passing it around so participants can focus on the workshop topic and activities.
15 minutes

Goals for this Workshop

Slide 14   

What this workshop covers:
· Why is planning essential for healthy organizational development?

· What is strategic planning? How does it differ from long range planning?

· Planning terminology; how terms fit together and support each other

· The elements and sequencing of a planning process

· Strategies for making a strategic plan stick in your organization

· How to establish criteria for success and evaluate a plan’s effectiveness




Distribute HANDOUT A. 



Ask participants to take the short self-assessment. This is solely for 


their benefit. It will highlight their organization’s strengths and 



weaknesses when it comes to planning, and it might help launch them 


into planning.

30 minutes

Why is Planning Essential for Healthy Organizational Development?

Slides 
15-20 

Institutional planning is now widely considered one of the key elements 



of organizational stability – indeed it contributes to it – and a key 




indicator of an organization’s commitment to its long-term health and 



well-being. Our professional associations demand it:




AASLH StEPs Program 




American Association of Museums Accreditation Commission Expectations




American Library Association 




No matter what size your organization, whether it is public or private, or 



where it is developmentally, you can do planning; you owe it to yourself and 


your organization to do it. The good news is that there is no one right way to 


plan although some ways are definitely better than others. 



Wrap up this section by asking the group who among them has done any 


type of organizational planning. Did planning make their organizations 



healthier, more stable, more vibrant? How so? Who among the group did 


not have a positive experience with planning? How so?




OR




What would an ideal plan look like? List responses on flip chart. Debrief a bit 


about the chief characteristics of positive and negative experiences. How 


might participants ensure that their planning process embraces the positive 


elements? 

15 minutes

Break

15 minutes

What is Strategic Planning? How Does it Differ from Long Range Planning?

Slides
21-23

Distribute and review HANDOUT B. 

Ask, “What are some key observations from these lists?”
Also, which might be more time consuming?

Which might offer easy opportunities for stakeholder input?

Which makes the most sense for your organization?

20 minutes

Planning Terms

Slide 24

Planning has its own terminology. It’s important to understand basic terms 


and how they fit together and support one another.

· Vision – the articulation of what an organization’s community impact will be at some future point if it met or exceeded its mission every day 

· Mission – the articulation of what an organization does, how it does it and for whom, and why all of that is important

· Goals: broad, overarching statements that support vision and mission elements. Goals need to address both the programmatic and business sides of the organization. 
· Strategies (also called objectives): sets of activities that are chosen to meet goals over the lifespan of the plan

· Tasks (also action items): specific steps that make up each strategy




The energy and vitality of an organization’s vision and mission cascade down 


through goals, strategies and tasks. That’s why it’s so important to start 



planning discussions with the organization’s vision and mission.




Likewise, every element supports the element above it (tasks support 



strategies; strategies support goals, etc.)




You might want to illustrate on the flipchart how these elements link 



together to support one another. (A pyramid is a great graphic to use, with 


the vision at the top and the tasks at the bottom.)




You will notice that there is a hierarchy of information among the cascading 


elements, from the very broad vision to the very specific tasks. When plans go 


awry, it’s often because 1) the hierarchy of information is mixed up, mistaking 


tasks for goals for example or 2) strategies are not taken to the very detailed 


tasking level.






Distribute HANDOUT C. 




Take a moment here to ask the group to fill out the self-assessment on their 


organization’s mission statement.

50 minutes

The Elements And Sequencing of a Planning Process




Planning is a process – it has a beginning, middle phases, and an end. 



Momentum will be lost if you start planning, then set it aside to handle other 


matters. So, it’s really critical that you make space for the planning process on 


your organization’s calendar, and that you work the plan until you reach its 


conclusion.




If your organization is dealing with a crisis that prevents it from doing true 


vision/mission-based planning, get your crisis under control FIRST, otherwise 


your planning discussions will always keep returning to the crisis and you’ll 


become frustrated.




Now matter how involved you decide to get in planning, there are some 



things you ought to do no matter what:

· Find the champions for planning within your organization to help you make the case for planning. Champions may vary depending on the type of institution you’re with – they may  be board members, the director, and/or senior staff

· Take as much time as you need to do a really good job. Six months is not unrealistic; longer if you’re a big, complicated organization. In governmental organizations, a planning process could take much longer, as planning works its way through divisions and up the chain of command

· Involve your best people on your planning team: these folks are the forward-thinkers, comfortable with invention and innovation, and willing to look outside your organization for inspiration and models

· Involve people outside your organization – consider planning your “golden opportunity” to reach out to individuals and groups in ways you never have before to learn about your organization through their eyes; consider planning as a bridge builder and public relations tool

· Let the process examine every aspect of your organization, most especially the sacred cows

· Use a facilitator if you need a neutral voice [most of us do], if you feel uncertain about what steps to take or if you begin and you get stuck

Slide 25

The basic elements of planning start with research, most specifically, 



assessment. Ideally, they are 
accomplished at the beginning of the process, 


because the information from them helps sets the stage for the elements that
 


follow.

· Internal assessment – includes using self-assessment surveys; group SWOT (internal strengths and weaknesses, external opportunities and threats). 
You might point out that the two self-assessments the group has done today are examples of a truncated SWOT. If you have time, you could ask each participant to do a quick SWOT for his/her organization. In the interest of time, ask them to identify two each of internal strengths and weaknesses, opportunities and threats. If there is more than one person from the same organization, they should do the SWOT together. 
· External assessment or “environmental scan” – includes activities such as focus groups, surveys, one-on-one interviews, town hall-type forums, as well as demographic research about your audiences, your community and/or region, the economic and funding climate, tourism, your “competition,” and any number of a hundred other issues that impact your organization.

Slide 26

The remaining elements form a logical progression from big picture to fine 


detail:

Invest in Deep Discussion – A MUST. Uses information from the assessments to frame discussions of vision, mission and goals.  Bring as many of your key internal and external stakeholders together to reveal their dreams for your organization. Then weave their collective aspirations and passion into your creation of your goals, strategies and tasks.

Here are some quick exercises you might try with the group to illustrate how they could kick off a deep-dive discussion: 


· Go around the room and ask everyone to briefly state why they care about their organization and want to be a part of it. 


· Go around the room and ask everyone to share one very specific community impact their organization will make in the next decade. 



Ask, “Where could these discussions lead if you were to use them?”
Slide 27

Goal identification – what are the handful of broad goals that support your 


mission and will get you closer to your vision? In order for the goal to advance 


your organization toward its vision, you must put a focus on each goal by 



writing a brief definition for the goal that clearly indicates where/how the 


organization will deploy its resources over the life of the plan. 
For example: while “Collections” may be a chief element of the mission statement, the word alone does not clarify how the organization can get the biggest return on its investment of people, dollars and time in the area of “Collections.” However, this goal statement tells precisely where the organization’s focus will be for the next 3-5 years regarding collections: “To practice responsible stewardship by managing collections growth and expanding public access to the collections through traditional and innovative formats and technologies.”

Ask, “Given all that we’ve talked about today, what attributes might you want to include in goal statements for the following typical pieces of an organization’s mission: (choose your favorites, but don’t forget the business side of the organization!):

· Collections: physical access, intellectual access, representative of community

· Audience Development: multi-generational, relationship, dialogue, dynamic

· Educational Programming: standards-based, adaptable, fun, challenging

· Financial Management/Fund Development: prudent, forward-thinking, stable

· Staff Development: professional, learning/training, infrastructure

· Board Development: forward-thinking, challenging, infrastructure

· Volunteer Development: dynamic, learning/training, infrastructure

· Capital Development: mission-based/mission-extending

Slide 28
Strategy development and Timeframing – strategies are sets of activities that your organization will undertake over the life of the plan to achieve the goal. They have to be broad enough to support a whole host of tasks.

Ask, “Using the ‘Collections’ goal as the example, in what ways might you want to bring about ‘managing collections growth and expanding public access through traditional and innovative formats and technologies?’



There are two big chunks in that goal that make logical strategies: 1) 



managing growth and 2) expanding public access.
Ask, “What are some possible strategies for managing collections growth that could be undertaken in 3-5 years?”
Example: Develop mission- and vision-based criteria that will guide evaluation of current collections and future acquisitions.

You will likely end up with a long list of strategies. How to pare them down to five or less?

Slides 29-34

What criteria could you apply to use to filter a big group of strategies 



down to a manageable number?




Here are some examples. Which of these might be really helpful to your 



organization? What might you want to add to this list?

Notice that each criteria has one or more ways an organization might be able to measure the effectiveness of their work against the criteria. Metrics like this are essential to understanding if your plan is helping you to achieve your vision, mission and goals.

50 minutes

Lunch

40 minutes
Distribute HANDOUT D 
Divide group into pairs or quads to do quick critiques of the plans they brought with them. Everybody gets somebody else’s plan and 5 minutes to review it and 5 minutes to critique using Handout D as a checklist. For those participants who don’t have plans or didn’t bring plans with them: ask them to critique the Sample Strategic Plan included with the handouts for this workshop.




Do a bit of a debrief if there’s time or roll a debrief into the next break.

15 minutes

Break

30 minutes

Strategies for Making a Strategic Plan Stick in Your Organization
Slide 35
We have now covered the major elements of a plan: vision, mission, goals and strategies. This is where most plans stop. And this is why many plans fail.


Writing a plan is only half the battle. How can you ensure that board, staff and committees use it? For many organizations, making a plan stick requires a new, even unfamiliar, level of discipline. 

It begins by taking your plan to another level of detail: the Annual Work Plan.  The Annual Work Plan is so important because it divides a large project into smaller, more manageable parts (how do you eat an elephant?)

 

The work plan forces you to stick to your strategic plan - it never lets you lose sight of the strategic plan. It creates measurable activities, which help you assess the effectiveness of committees, staff, and the board as a whole.

Slide 36
Your approach to creating your Annual Work Plan is to first task all your strategies into broad time frames, such as: 


· Short-term: strategies to be undertaken in years 1-3 of the plan 
· Mid-term: strategies to be undertaken in years 2-4 of the plan

· Long-term: strategies to be undertaken in years 3-5 of the plan

· Ongoing

Slide 37 
The point of timeframing is so that you’re not working on all parts of the plan at once.

· Tasking short-term and ongoing strategies – all short-term and ongoing strategies now receive detailed action or implementation plans. Tasks and deadlines are identified; responsibility for their completion is assigned to an individual, committee, full board, consultant or a combination. Indicators of successful completion are also identified.

You will update your Annual Work Plan annually by going back to the multi-year plan and pulling out those strategies whose timeframes are up for tasking. Ideally, you want to get in a habit of putting your next year’s Annual Work Plan together at the same time you are putting your annual operating budget together. This may take a few cycles to get in sync, but the goal here is to have your annual budget support what you say you will do.

This, along with annually reviewing/updating your strategic plan, will keep your strategic plan a living document.

Slides 38-42
In addition to the Annual Work Plan, here are some tried and true suggestions for making the plan stick:

· Make sure that every planning committee member has a leadership role on all standing committees, thus driving the conversation forward with board colleagues and other volunteers in the small group environment of the committee 

· Restructure standing committees and add new ones to deliver on the plan's strategies (in the case of this organization, creation of several new committees and taskforces were identified in the plan) 

· Rewrite (or create for the first time) committee and taskforce job descriptions that mirror goals and strategies in the plan

· Focus the first committee meetings of the new year with a thorough orientation to the plan and those areas of the plan for which each would be responsible (this goes for staff, too)

· Build full board and staff meeting agendas around the goals and strategies of the plan, thus reinforcing the plan as the central, guiding mechanism for the organization's work 

· Develop an informational dashboard of key measures that will help the board and staff evaluate their effectiveness in working the plan

· Consider a formal review of the plan at the six-month interval, rather than at 12 months (at least for the first year), again to reinforce vision, mission, goals and strategies


20 minutes

How to Establish Criteria for Success and Evaluate Your Plan’s Effectiveness

Slide 43
Establishing criteria for success as you develop your plan is key to helping you evaluate the effectiveness of how your staff, your committees and the full board moves forward with achieving the plan. 
Slides 44-46
These are slides you’ve seen before. Focus some discussion on the specific measurements. Add others. Emphasize that successful impact is measured more by how much others see and engage you than by how you see yourself. 

Your vision, mission and the criteria you developed to choose strategies – even your goals – will be the broad criteria by which you will measure the effectiveness of your actions. Formal evaluation should be ongoing throughout the year, perhaps once a quarter, as part of regular board meetings; more frequently during staff and committee meetings. 

Keep these criteria visible on all meeting agendas, evaluation forms; review them before all evaluation discussions.




You then have a framework in which to ask tough questions, such as 

· Are we getting closer to our vision? Our impact? How can we tell?

· Why are we lagging here – do we need to shift more resources toward it? Is it no longer important or urgent? 

· Did we miscalculate the need for this program? Would it be helpful to bring that focus group back together for a second discussion?

· Should we accelerate the time frame for this strategy?

· We’re overwhelmed. Let’s shift some timeframes.

· Didn’t get the funding for it. It needs to go to the backburner or off the table until the next plan.
30 minutes

Fleshing Out a Plan to Plan in Your Organization

Distribute HANDOUT E, which asks participants to begin sketching out an action plan for starting a planning process when they return to their organizations. 
Multiple participants from the same organization should be encouraged to work together on filling out the handout.

Ask for a couple of volunteers to share with the group what they plan to do.

30 minutes

Best Practices and Questions




Review of best practices.




Key Ideas:

Planning requires discipline. To say you have a plan is not enough. You’ve got to work it every day.

The key to achievement is the Annual Work Plan, drawn from the bigger ideas you’ve identified in the multi-year plan.

But the important questions are more conceptual… If we work this plan everyday, will be making the community impact we want? Are we putting our resources into the strategies and tasks will get us there? 

Return to the flip chart and review the list of questions recorded at the beginning of the workshop. 
Distribute HANDOUT F, a bibliography of resources.

Were participants’ questions answered? Other questions? Comments?
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