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Strategic Planning: Pre-Planning Checklist and Sample Meeting Agendas 
Summary:


The following pages contain tools to help with your strategic planning process, please adapt these tools as you see fit for your community and ACE program.  The Pre-Planning Checklist (pages 2-4) provides a sequence of logistical decisions that need to be made prior to the Strategic Planning Sessions.  The Sample Meeting Agendas (pages 5-10) provide agenda items and ideas to help develop the components of your strategic plan.  Your ACE Program may have many components developed already such as a mission statement or set of goals. Please adapt these agendas to review work that has been completed and develop the components that are needed to complete your planning process.  You can use the sample meeting agenda as a format to create your own agendas and times that work for you and your Taskforce. 
The first key to a successful planning process is careful and collaborative pre-planning.  No detail is too small!  The second key to success is to carefully adhere to a specific agenda, particularly the planned activity times, during each planning meeting.  The overall process will include at least one pre-planning meeting with the project director and other involved pre-planning staff.  This meeting will focus on logistics, timelines, and identification of participants.  
Your strategic planning process may involve committees which can be subsets of your Community Afterschool Taskforce (see slides 8-9 in the presentation for potential configurations). Sub-committees may be especially important if you have a very large Community Afterschool Taskforce since the team working on the strategic plan will need to meet face to face in one location at least twice. The first committee is the Strategic Planning Steering Committee (comprised of representatives of all critical stakeholder groups).  The role of this committee is to provide general input into the plan (i.e., values, mission, vision, and general goals). The second group is the Action Planning Committee (comprised of representatives of the Strategic Planning Steering Committee and a significant representation of staff).  The role of this committee is to add the specific objectives, strategies, timelines, resources, etc. to the general goals developed by the previous committee.  This group should be comprised of persons knowledgeable about the administration, budget, and components of the project—they need to be very “hands on”.
Strategic Planning: Pre-Planning Checklist

	TASK
	NOTES
	PERSON 

RESPONSIBLE
	COMPLETED

	Identify an in-house planning coordinator to support project director
· This internal person(s) can be responsible for logistics/notifications, etc

· Collaboratively review planning checklist

· Identify members for committees if applicable 
	
	
	

	Determine budget

· Will there be costs for location, food, materials, equipment, or a facilitator?

· How will those costs be funded?

· Will there be sponsors willing to provide location, food, materials, or the cost of facilitator?
	
	
	

	Identify planning dates & locations (locations should include breakout rooms for about four subgroups to work as teams during the planning meetings)
· First Steering Committee Meeting (one day)

· First Action Planning Committee Meeting (one day)

· Second Steering Committee Meeting (1/2 day)
	
	
	

	Secure locations
	
	
	

	Identify internal/external facilitator

· The person responsible for facilitating the activities during the planning meetings
	
	
	

	Identify equipment/materials needed
	
	
	

	Identify committee members with roles in mind: 
· Steering Committee

This committee should include key members of stakeholder groups (including students and members of your taskforce—approximately 18-20 people are suggested). Remember that for some programs, the steering committee can include the entire taskforce. The role of this committee is to develop or review (depending on the work previously completed) the core values, vision statement, and mission statement, needs assessment, and general goals.  The overall role of this committee is to set the “general direction” from the perspective of all stakeholders.
· Action Planning Committee

This committee should include representatives from the Steering Committee but should be made up largely of project staff members. Members of this group might also include a few staff that are not on the taskforce (i.e., a lead instructor who is very knowledgeable about a site and a particular initiative, a lead volunteer who is very detail oriented). The role of the Action Planning Committee is to take the work previously completed by the Steering Committee and develop the objectives for the goals, the strategies for the objectives, and the resources/timelines/evaluation for the objectives/strategies.  This group must be very informed about the project and the sites to ensure sound specific planning for the general work of the Steering Committee.  The overall role of this committee is to ensure that the specifics are sound educational practices that represent the intent of Texas ACE Program.
	
	
	

	Send invitations to steering committee members. (Create, save and share contact roster.)
	
	
	

	Conduct First Steering Committee Meeting
· Finalize agenda (see sample meeting agenda template)
· Review what has been completed

· Develop activities to complete mission strategic plan components

· Facilitate/host meeting

· Collect all notes after the meeting
· Create draft strategic plan
	
	
	

	Conduct First Action Planning Meeting
· Finalize agenda

· Facilitate/host meeting

· Determine if sub-groups (teams) need to meet individually to complete work

· Identify a “due date” for all materials to be submitted to the project director 

· Collect materials and add to the draft of the strategic plan 
	
	
	

	Second Steering Committee Meeting

· Finalize agenda

· Present complete draft to members of Steering Committee

· Accept feedback for consideration
	
	
	

	Finalize plan
	
	
	

	Submit Strategic Plan with Continuation Application to TEA
	
	
	


First Steering Committee Meeting:  Outline & Facilitator Notes
	Activity/estimated time


	Tasks
	Materials/ Suggestions

	Welcome & introductions

(15-30 minutes)
	· Project Director or Designee

· Committee member introductions might include an icebreaker (click link to online resource for icebreaker activities) 

· Introduction of facilitator, if applicable
	· Agenda, instructions for icebreaker activity on whiteboard or flip chart

	Overview of the day(s)

(10-30 minutes)
	· Review the agenda with the group including the meeting objectives

· Review work completed to date as applicable 

· Explain the group processes that will be used

· Introduce first activity
	· Include work complete to date as handout (advance reading if possible)

	Vision Statement Development

(60 – 90 minutes)
	· Reflect on definition of vision statement provided earlier: Big Picture!

· Project director and/or facilitator will work with the group to help them:

· Brainstorm their ideas regarding the vision for program

· Organize their ideas

· Synthesize or combine ideas  

· Prioritize ideas 

· Finalize statements (may need to assign a subgroup to wordsmith final vision statement)

· Find another example of a visioning activity here: “A Values and Visioning
Exercise” http://www.ag.ohio-state.edu/~bdg/visioning.html 
	· Depending on the activity or activities you choose, you may need: flip chart(s), sticky notes, markers, working space for sub-groups. Computers if possible so participants can draft notes. (applies to most collaborative activities)

· Activity and amount of time will depend upon whether you are reviewing the vision statement or developing for the first time.

· Try to get general consensus; agreeing upon the exact wording may take too much time

	Mission Statement Development (30-60)
	· Reflect on definition of mission statement provided earlier: Program Purpose

· Project director and/or facilitator will work with the group to help them:

· Brainstorm their ideas regarding the vision for program

· Organize their ideas

· Synthesize or combine ideas  

· Prioritize ideas 

· Finalize statements (may need to assign a subgroup to wordsmith final vision statement)

· Find another example of a mission development activity included as part of the presentation:  Writing A Mission Statement.doc  
	· Specific activity and amount of time will depend upon whether you are reviewing the mission statement or developing for the first time

· Try to get general consensus; agreeing upon the exact wording may take too much time

	Break
	
	

	Core Values Development

(90 minutes-60 for team development and 30 for consensus)
	· Reflect on definition of Core Values provided earlier: Guiding Principles

· Project director and/or facilitator will work with the group to help them:

· Brainstorm their ideas regarding the vision for program

· Organize their ideas

· Synthesize or combine ideas  

· Prioritize ideas 

· Finalize statements (may need to assign a subgroup to wordsmith final vision statement)
	· Specific activity and amount of time will depend upon whether you are reviewing core values or developing for the first time

· Try to get general consensus; agreeing upon the exact wording will take too much time

	Needs Analysis:  SWOT (90 minutes-60 for brainstorming and 30 for “gallery walk”)
	· Create sub-teams based on “goal areas” and have teams move to working areas 

· Goal areas should be identified based on TEA program goals and/or goals outlined in your grant application (i.e., increased student achievement, improved student behavior, increased student attendance) 

· Each team conducts an analysis of strengths, weaknesses, opportunities, and threats on the priority the team has been assigned (see SWOT Analysis activity and video at http://www.mindtools.com/pages/article/newTMC_05.htm )

· Community needs assessment/analysis documents should be available for teams and reviewed in advance if possible

·  At the end of 60 minutes –each team posts their SWOT on the wall in the large area

· Each team has the opportunity to review each other’s SWOT  and can add their comments to the wall post-its (Gallery walk)
	· Using a group rotation technique called a “Gallery Walk”, each individual team is given an opportunity to review each other’s  SWOT posting and to add their own suggestions

	Goal Development (90 minutes-30 for categorizing needs and 60 for writing goals for those categories for their assigned area only)
	· Goal areas have been defined by TEA and in your grant application, the key for  the goal development step is refining goals to ensure they are SMART and incorporate information discovered through the SWOT analysis; this may increase goal specificity and inform goal attainment timelines

· Teams will develop and refine goal(s) in sub-groups

· Each team will present their goals to the entire group using most appropriate media (i.e., flip chart, computer and projector)

· Members of the larger team will have the opportunity to provide input by writing suggestions on small post-its and giving to the individual team for consideration

· Give the original team time now to incorporate feedback from the larger group – the “SMART Test” 

· The project director will gather the jump drives, create a draft document using the work collected on each jump drive, and present that work to the action planning committee at the first meeting of the action planning committee
	

	Closure and next steps
	· Thank everyone for their participation!! 

· Provide information about expected next steps.

	


First Action Planning Committee Meeting:  Outline & Facilitator Notes
	Activity/time
	Task
	Notes/Suggestions
	Equipment/materials

	Welcome/introductions (30 minutes)
	· Project Director or Designee

· Committee member introductions may include an icebreaker, especially if there are new members
· Introduction of facilitator
	· Agenda, instructions
	· Computer/projector

· 2”x 2” post-it pads

· Wall post-it pads 
· Markers 

· 4-5 laptops

· 4-5 jump drives

	Overview of the day (10 minutes)
	· Review the agenda with the group
	
	· Copy of the approved grant/continuation application

	Review work completed by Steering Committee (30 minutes)
	· Present drafted vision, mission, and core values using the sample template  or other format identified by pre-planning committee
	· Explain that the task of this committee is to complete the work done by the previous committee—not change the work 
	· Computer/projector

	Develop objectives for the goals previously developed (two hours)
	· Facilitator will do short lesson on writing SMART objectives

· Each team will be assigned a goal(s) area 

· Each team will create the objectives necessary to achieve the goal

· Each team will record the objectives on the template using the strategic planning template

· Teams will reunite in the large group

· Teams will present objectives using jump drive/computer
· Input will be provided by the larger group using post-it method
	
	· Computer/jump drive

· Wall post-its

· Markers 

	Develop strategies for the objectives (two hours)
	· Facilitator will provide examples and a short introduction on developing strategies and tasks (brainstorming, affinity, prioritize, organize) 
· Teams will go to individual working areas and develop strategies and tasks for objectives (record on jump drive)

· Teams will return to large group and share work

· Input will be accepted using the sticky notes
	· Strategies should include attention to project components including marketing, resource development, and collaboration.
	· Computer/jump drive

· Wall post-its

· Markers

	Identify resources, timelines, and evaluation techniques for the strategies
	· Facilitator will provide examples and a short introduction on the expectations of this activity – this is the test to help decide which strategies can be implemented when… check against grant budget
· Team will return to working area and begin to complete the template

· Teams may or may not complete this task in the time left

· If the team doesn’t complete this piece it will schedule a follow-up meeting

· The project director will provide a date that the entire template is due (at least a week prior to the final Steering Committee Meeting)

· It will be the project director’s responsibility to gather the work from each team and create the final strategic plan.
	
	· Computer/jump drive

· Wall post-its

· Markers

· Grant budget

	Closure/next steps
	Thank everyone for their participation!
	
	


Second Steering Committee Meeting:  Outline & Facilitator Notes 
	Activity/time
	Tasks
	Notes/suggestions
	Equipment/materials

	Introductions
	Project director 
	Everyone has probably met other than, possibly the facilitators from the Action Planning Committee so you might not need an icebreaker activity 
	

	Review of process

Review of values, mission, and vision
	Facilitator facilitates
	Have copies of the draft plan for each committee member
	Computer/projector

	Presentation of plan by goal, objective, strategy, etc
	Each goal, etc. might be presented by the facilitator of the goal subcommittee from the Action Planning Team using a PowerPoint slide presentation and have a flipchart of the same information around the room. 
	It is suggested that the input not be accepted orally (as that can sometimes be negative or at least perceived as negative) rather written on a post-it and submitted for review. Might consider introducing ground rules for the meeting and then have a constructive conversation during disagreements. This will depend on your taskforce and where it is in team development. 
	Computer/projector

Post-its

Pens

	Closure/next steps
	Thank everyone for their participation.
Outline when you expect to review the plan for progress toward goals! 
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