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The American Red Cross, a humanitarian organization led by volunteers and guided by its Congressional Charter and the Fundamental Principles of the International Red Cross Movement, 

will provide relief to victims of disasters and help people prevent, prepare for, and respond to emergencies. 
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Strategic Planning 


for Chapters 

Introduction tc \l1 "Introduction   


What is Strategic Planning?
According to John M. Bryson, author of Strategic Planning for Public and Nonprofit Organizations,  strategic planning is:

...a disciplined effort to produce fundamental decisions and actions that shape and guide what an organization ... is, what it does, and why it does it.  At its best, strategic planning requires broad-scale information-gathering, an exploration of alternatives, and an emphasis on the future implications of present decisions.  It can facilitate communication and participation, accommodate divergent interests and values, and foster orderly decision making and successful implementation.

In other words, strategic planning is a way for chapter leaders to reach understanding and agreement about what steps they need to take now, in order to bring about the future they want for their chapter.  The process of strategic planning means getting key people together, getting the facts, thinking about options, and agreeing on the most important actions.


A Suggested Basic Planning Process:
1.
Organize a planning team.

2.
Get the facts.


3.
Identify priority strategic issues.

4.
Develop goals and objectives.

5.
Construct a coordinated plan.  

6.
Get commitment and approval. 

7.
Go for it! (Reality-checking as you go.) 


What Good Will Strategic Planning Do for My Chapter?
Strategic planning can help you --

· Reach understanding and agreement among chapter leadership about the future direction of the chapter.

· Learn about your clients, your community, and your chapter.

· Cope with change and be prepared for more change.

· Be realistic about both challenges and opportunities.

· Involve people -- build buy-in, motivation, team spirit and commitment.

· Develop dreams and new ideas for ways to move into the future.

· Set priorities for your time and the chapter's resources.

· Allocate resources where they will make the most difference.

· Set objectives against which the board can measure progress.

· Communicate to community leaders and funding prospects about the circumstances and direction of the chapter.


Why Doesn't Everybody Do Strategic Planning?
Common roadblocks to planning are --
Ways around those roadblocks are to --

· Not enough time.
Think of it as an investment that will save time in the long run.  Break the process down into small, manageable pieces and don't try to do it all yourself -- delegate, involve others.

· Not knowing how to do it.
Use this workbook, read other books on planning, find a volunteer who is experienced with planning, or sign up for more training. 

· Feeling that the facts are threatening or overwhelming.
Acknowledge that "working in the dark" is more dangerous.  Trust that using the planning process will shed light on your situation.

· Fear of not reaching measurable objectives.
Focus on the ability to celebrate  successes, learn from missed targets, and make corrections that will bring you back on target.

· Difficulty of working with groups.
Recognize that  you need the wisdom, perspective, and buy-in that a group process will provide.


Issues?  Goals?  Objectives?  What Do These Terms Mean?
There are different schools of thought about strategic planning, and different approaches to planning that use the terms differently.  For purposes of planning for chapters in the American Red Cross, here are a few of  the recommended terms and their meanings. The meanings and uses of these terms will be explained in more detail later in the workbook. 

A strategic issue is a topic of  fundamental concern about service delivery or capacity building that will be a long-term problem or lost opportunity for the chapter -- or for your clients -- if something isn't done about it.  (For more detail on what constitutes a strategic issue, see page 23.)

A priority strategic issue  (or "priority problem") is a strategic issues that has been identified as being of the utmost importance to the long-term success of the chapter.  While you may identify a dozen strategic issues during the planning process, you should agree on no more than four or five priority strategic issues to be addressed in the plan itself.

A goal is a description that identifies where your chapter should be, regarding a particular issue or subject area, at the end of a relatively long time frame, such as four to six years.  A goal does not have to be measurable.

An objective is  a measurable, attainable achievement over one or two years that will help to mark progress toward a particular goal.  A good objective will state who or what will change, by how much, and by what date.

A strategy is a set of policies, projects, actions, and resource allocations that will move your chapter toward its goals and objectives.

A situation analysis describes the area and customers served by your chapter and the background of the chapter itself.  Part of a situation analysis is a "SWOT analysis."

A SWOT analysis is a detailed review of the internal strengths and weaknesses of your chapter and the external threats or opportunities in your community or environment.

A stakeholder is an individual or group that has a stake in your chapter or its services.  Chapter board members, donors, funding organizations such as local United Ways, local government agencies, volunteers, paid staff, and customers or clients of your chapter's services could all be considered stakeholders.

A vision of success is a brief but clear statement that describes what the chapter or the community will look like when the chapter's plans have been implemented and its priority strategic issues have been successfully resolved.  Such a statement can help people understand and implement the direction established in the chapter's plan.

A coordinated plan is a written report of what you have learned in your strategic planning process and what you have agreed to do about it.  It should give enough detail to guide your chapter operations for several years -- although it will be adapted and modified to keep up with changes that occur during that time period.   It will include --


Background information about your chapter and community (from your situation analysis and SWOT analysis).


The priority strategic issues you've identified, along with a description of the process you followed to identify them.


For each of the priority strategic issues --

-
Enough background evidence or data to explain why it is a priority.

-
The goals, objectives, and strategies that have been set for resolving the issue.


How the chapter will translate these strategies into action plans for units and individuals.


How progress will be tracked and reported to the Board.


A schedule for revising and updating the plan.


(For additional terms and definitions, see Appendix C:  Glossary of Terms.)


Are There Documents and Resources That Can Help Us Develop Our Plan? 
There are several kinds of resources available that can help you during the planning process --


Chapter resources, such as your annual statistical report (or FOCIS report) and Standards of Excellence reports, annual reports, and customer/client satisfaction survey results.


Local community resources, such as data from the chamber of commerce, local colleges or universities, newspapers, board member companies or affiliations, and the public library.


State service council resources, such as the state strategic plan and its resource documents, county and state demographic data,  and state FOCIS and Standards of Excellence data.


National headquarters resources, such as the corporate strategic plan, "SMI Reports" (which give economic and demographic data about your chapter's jurisdiction), and "Chapter Profile Reports" (which give two years of demographic, service delivery, and financial data about your chapter, and compare it to averages from all other chapters whose population is approximately the same size).  

See Appendix D for a listing of people at national headquarters who can help you find and use these and other resources.


What Is the Difference Between State Planning 

and  Strategic Planning for Chapters?
State plans are required of all state service councils of the American Red Cross.  They are intended to support and sustain the consistent delivery of MUST and SHOULD Red Cross services throughout each state.  A detailed set of content requirements for state plans are issued annually by the senior vice president and chairman of Chapter Services.  State planning includes identifying priority problems or issues and setting long-term (four-year) plans and short-term (two-year) operational plans for resolving those issues.

There are no national requirements that chapters conduct strategic planning.  Therefore, chapters that choose to conduct strategic planning have much more freedom than state service councils.  The scope of chapters' planning efforts can be much broader and includes not only the MUST and SHOULD services, but also the MAY services appropriate to their communities.  Because of this broader scope, chapter planning is more "strategic" than state planning.  

Chapter planning can also be more comprehensive and complex than state planning.  While state plans usually cover a limited set of initiatives, chapter plans must deal with a longer history and a full range of business operations.

For both chapters and states, strategic planning can 

help ensure that American Red Cross services will be relevant and responsive to a changing world.  


Step 1:  Organizing the Planning Teamtc \l1 "Step 1:  Organizing the Planning Team
The first step in developing a strategic plan for your chapter is for the board of directors to establish a planning team and define its task.  Who should be on the planning team from your chapter and community?  You might think about it this way:  Who will have to live with the results of your plan?  Try to have a representative on the planning team from each of the key groups, sometimes called stakeholders, who care about what your chapter does.  There are also some skills that are helpful to the planning process.  Worksheet 1.1, below, makes suggestions for the kinds of people to recruit for the planning team. 


Step 1:  Worksheet 1.1

Organizing the Planning Team

  People who should be invited to serve on the team include --

*  Chapter leaders (management and one or two board members):

*  Knowledgeable staff members:

*  Community representatives:

*  Client or customer representative: 

*  Major funder:

*  Experienced planner:

*  Group facilitator:

*  Good writer(s):

*  Data analyst:




Worksheet 1.2 


Setting the Task for the Planning Team 

The chapter board of directors and the planning team should review the planning process together and then come to agreement about a few basic questions before the work gets under way:

* 
What period of time is the plan to cover?  (Four to six years is suggested.)

*  
How much time will the planning team members devote to planning?  (This can range from 20 to more than 40 hours of meetings, plus individual time to work on research or writing.)

*  
Are there any other key individuals in the community who don't have time to participate in the whole process, but who could contribute on specific tasks, such as advising on the process, participating in one or two brainstorming sessions,  or reviewing drafts?  Who are they and what might they be asked to do?

*  
How much will the Board want to be involved in the planning process?   Will Board members want to:

   ___
Participate in brainstorming during the situation analysis?

   ___
Meet to discuss possible priority strategic issues?

   ___
Review drafts of the plan?

   ___  Other:  ______________________________




Worksheet 1.2:   Setting the Task (Continued)

      * 
Are there obligations or commitments the chapter has undertaken that must be kept in mind through the planning process, such as --

-
Responsibilities under the state plan?

-
Agreements with other local agencies? 

-
Requirements or ideas from the corporate strategic plan?

-
Changes in the community or customer needs that will require the chapter to adapt?

-
Other?

There are two key points in the process for which the board should give formal approval.  It may help to establish target dates or deadlines for this approval:

   Agree to the list of priority strategic issues by ________.

   Adopt the final plan by _________ .




Worksheet 1.2:  Setting the Task (Continued)

Many strategic planning processes, for both nonprofit organizations and businesses, begin by asking leadership to define the mission and mandates of the organization.   A chapter of the American Red Cross  functions within the organizational mission (quoted on the cover of this workbook) and has as its mandates the MUST/SHOULD/MAY framework of services and any current rechartering requirements.

Nonetheless, it may serve the planning process well if the board and the planning team take some time to reflect on the meaning of the American Red Cross mission in your community.  This is especially useful for people on the planning team who are new to the Red Cross. Ask yourselves such questions as --

*
What does it mean to be a humanitarian organization?

*
Who are the people in our community who rely on services from the American Red Cross?

*
How do we provide relief to victims of disaster?

*
In what ways do we help people prevent, prepare for, and respond to emergencies?

*
How do the fundamental principles of the International Red Cross Movement (humanity, impartiality, neutrality, independence, voluntary service, unity, and universality) guide our operations and services?

You may decide to develop a written statement of your shared commitment to the mission and its meaning in your community.  At a minimum, have a discussion around these topics to refresh everyone's sense of purpose and direction.



Step 2:  Getting the Factstc \l1 "Step 2:  Getting the Facts
This step is sometimes called a situation analysis.  Doing this step early on is a way to make sure everyone has a common understanding of your situation and that people have a chance to raise concerns sooner rather than later.  

Ideally, this step should look back about four years to review the chapter or community history and identify trends or major changes.  Has the chapter been increasing the number of services provided or has it been cutting back?  Also, see if you can find projections for future changes in the community.   For instance, is the elderly population  predicted to grow in the years ahead?  Is the local economy doing well or failing?  Are new housing developments proposed for low-lying, flood-prone areas?

One way to think through the facts about your chapter is to sort them into strengths, weaknesses, opportunities, or threats:  a process called a SWOT analysis.

· Strengths and weaknesses are things over which your chapter has some control.  Strengths are, of course, things your chapter does well or resources it can count on.   Weaknesses are things that aren't done well or resources you don't have.

· Opportunities and threats are things in your environment over which you have little or no control.   Opportunities are factors that could help you provide better service if you can find a way to take advantage of them.  Threats are things that could get in the way of good service delivery if you don't find a way to avoid them.

Your planning team can start by brainstorming a list of strengths, weaknesses, opportunities, and threats.   One technique for conducting the brainstorming is to --

a.
Distribute stacks of index cards or self-stick notes to the team members.

b.
Ask each individual to write down his or her ideas about the chapter.  They should write one idea per card or note and identify on each whether the idea is either a strength, weakness, opportunity, or threat.

c.
Collect the cards or notes and, reading them out loud, post them on flip charts around the room labeled "Strengths,"  "Weaknesses,"  "Opportunities," and "Threats."

d.
Often, many people will have had the same or similar ideas.  Either cluster these like ideas together as you post them, OR break the team into four small groups and have each group work to cluster like ideas together on the flip charts.


No matter what brainstorming technique you use, at some point the planning team will need to review the ideas and clusters of ideas that have been identified.   Ask people to start giving more details about each one, being as specific as possible. 

For instance, if someone has listed "volunteers" as a strength, probe to find out what it is about the chapter's volunteers that is a strength.  Is it the sheer number of volunteers?   Does that hold true for each line of service and support function?  Or is it, perhaps, that there are plenty of trained and willing disaster volunteers -- but the chapter doesn't have enough volunteers trained to handle Armed Forces Emergency Services calls?  In that case, spell out "sufficient numbers of trained disaster volunteers" on the "Strengths" page, but add "not enough trained AFES volunteers" on the "Weaknesses" page.  It is very important not to put the same word or phrase (e.g., just "volunteers") on more than one page.

It is also very important to remember that, at this point, the items on the list are just opinions.  Evidence or data will be necessary to support, define, and clarify them.  It is a dangerous mistake to begin taking action or setting priorities based on opinion alone.

Therefore, the next step is for the team members to define the items in each category with evidence or data.  If you believe that health and safety training is a strength of your chapter, identify what percentage of your population is reached by each of the health and safety courses, where your chapter is rated on the Health and Safety Standards of Excellence, and the client satisfaction ratings that participants are giving you.  If a weakness is that your health and safety courses have not been able to recover all the costs of providing the services, be able to say how much in the red the program is running.

In addition to the brainstorming exercise, team members can also review data about the chapter and the community to see if there are other items that should be included in the SWOT analysis.   Data about the chapter can be found in the chapter's annual statistical reports, Standards of Excellence reports, Chapter Profile Form, rechartering documents, or customer satisfaction survey results.  Data about the community is available from local government agencies, chambers of commerce, or from the SMI reports available from national headquarters (see Appendix D).  


See also the "Questions to Consider" in Appendix A 


regarding each line of service and support function.

The left-hand column of the following worksheets can be used to elaborate on your brainstormed lists of  strengths, weaknesses, opportunities, and threats.  Work with the team members to fill in the center columns with information about where where data or evidence might be found regarding each point.  Finally,  make assignments to the team members to follow up on the lists of ideas, research the evidence, and find out more about each item.  

Once you have defined the items with some specific data or evidence, the planning team should identify which items are the most significant.  What are the MAJOR strengths, weaknesses, opportunities, and threats?


Worksheet 2.1:  Getting the Facts 


About the Chapter STRENGTHS



Possible sources of data:                                      Chapter Profile Form

                 Customer Satisfaction Surveys           Annual Statistical Report

                 Chapter Rechartering Documents       Standards of Excellence Reports    




What are the 


STRENGTHS


of our chapter?

Where can we find


data or evidence


about this? 

What does the 


data or evidence 


say about it?


































Worksheet 2.2:  Getting the Facts 


About the Chapter WEAKNESSES



Possible sources of data:                                     Chapter Profile Form

                 Customer Satisfaction Surveys           Annual Statistical Report

                 Chapter Rechartering Documents       Standards of Excellence Reports    




What are the 


WEAKNESSES


of our chapter?

Where can we find


data or evidence 


about this? 

What does the 


data or evidence


say about it?


































Worksheet 2.3:  Getting the Facts

About the Community OPPORTUNITIES



Sources of data:


          SMI Reports

                 Local Public Health Department

          Local Chamber of Commerce
                 Local Emergency Management Agency





What are the


 OPPORTUNITIES


in our community?

Where can we find


data or evidence

 
about this?

What does the 


data or evidence

 
say about it?


































Worksheet 2.4:  Getting the Facts

About the Community THREATS



Sources of data:


     SMI Reports          

          Local Public Health Department

     Local Chamber of Commerce
          Local Emergency Management Agency





What are the


 THREATS


in our community?

Where can we find 
data or evidence


about this?

What does the 


data or evidence


say about it?


































Worksheet 2.5:  Some Other Questions to Consider


 for Each Service our Chapter Offers:

*  
Who are the customers and clients for this service?

*  
Who are some possible new customers or clients?

*  
What are their needs?

*  
What are some ways the chapter might meet their needs or meet them more effectively?

*  
What are some of the barriers to meeting clients' needs?

* 
Who are our competitors?

*  
Compared to our competitors, what are the advantages to a client of dealing with our chapter?  What are the disadvantages?

*  
Who are our collaborators or potential collaborators?

*  
How might we team up with our collaborators in more or better ways?


See also Appendix A for specific questions to consider


for each line of service and support function


and Appendix B for a Chapter Self-Assessment tool.



Step 3:  Identifying 


Priority Strategic Issuestc \l1 "Step 3:  Identifying 
Priority Strategic Issues
To identify the priority strategic issues for a chapter strategic plan, it helps to step back from day-to-day concerns and think about the bigger picture.  Try to imagine your community in four years -- or 10 years -- and think about what might be different.  What will your customers and clients need from the Red Cross?  What resources will the chapter require to meet your customer and client needs?  What would you like the Red Cross role to be in your community?

A strategic issue is a fundamental service-delivery or capacity-building concern that will be a long-term problem or lost opportunity for the chapter --  or for your clients -- if something isn't done about it.  A strategic issue will usually involve several, if not all, of the following points:

 
It could have a broad impact on the chapter or the whole community.

 
There is no one, clear, obvious solution.
  
It will require significant resources to resolve.

 
It involves highly sensitive matters.

  
It may involve a significant risk or offer a major opportunity.

 
It requires senior leadership to make any decisions about it.


It will take a long time to resolve or make a difference in the long term.

One way to identify possible strategic issues is to look for areas in which --

*  
A STRENGTH meets an OPPORTUNITY.  (Does your chapter have the ability to capitalize on a new opportunity?) 

*  
A WEAKNESS meets a THREAT.  (Is your chapter vulnerable to a major external threat?)

For example:  A chapter might identify as a strength its experienced and active group of volunteer trainers.  Correspondingly, there might be an opportunity in the community for the chapter to provide disaster preparedness courses to at-risk groups (e.g. the elderly).  The strength would mesh nicely with the opportunity, but only if the chapter takes action. 
Another example:  A chapter might identify as a weakness the fact that it has a shortage of instructors for HIV/AIDS prevention education.  At the same time, research by the local health department could show an increasing incidence of HIV/AIDS in the community.  This combination could be a serious threat to the community, unless the chapter takes action.

Worksheet 3.1:  Identifying Priority Strategic Issues


    
Look over the lists of strengths and opportunities on Worksheets 2.1

                 and 2.3.   Do any items on those lists affect each other?

Also review the lists of weaknesses and threats on Worksheets 2.2

                 and 2.4.  Do any items on those lists affect each other?

Are there any other major, long-term concerns the chapter should                    address?  

List the answers to the above questions in the left column below.





Possible Priority Strategic Issues

For each entry, check off 


the  items below that apply.


_  has a broad impact

_  there is no one, clear solution

_  would require significant resources to resolve

_  is highly sensitive

_  involves a significant risk or 

_  offers a major opportunity

_  requires senior leadership to make decisions

_  will make a difference 10 years from now
 




_  has a broad impact

_  there is no one, clear solution

_  would require significant resources to resolve

_  is highly sensitive

_  involves a significant risk or 

_  offers a major opportunity

_  requires senior leadership to make decisions

_  will make a difference 10 years from now

 




_  has a broad impact

_  there is no one, clear solution

_  would require significant resources to resolve

_  is highly sensitive

_  involves a significant risk or 

_  offers a major opportunity

_  requires senior leadership to make decisions

_  will make a difference 10 years from now

 




Possible Priority Strategic Issues

For each entry, check off 


the items below that apply.


_  has a broad impact

_  there is no one, clear solution

_  would require significant resources to resolve

_  is highly sensitive

_  involves a significant risk or 

_  offers a major opportunity

_  requires senior leadership to make decisions

_  will make a difference 10 years from now

 




_  has a broad impact

_  there is no one, clear solution

_  would require significant resources to resolve

_  is highly sensitive

_  involves a significant risk or 

_  offers a major opportunity

_  requires senior leadership to make decisions

_  will make a difference 10 years from now

 




_  has a broad impact

_  there is no one, clear solution

_  would require significant resources to resolve

_  is highly sensitive

_  involves a significant risk or 

_  offers a major opportunity

_  requires senior leadership to make decisions

_  will make a difference 10 years from now

 




_  has a broad impact

_  there is no one, clear solution

_  would require significant resources to resolve

_  is highly sensitive

_  involves a significant risk or 

_  offers a major opportunity

_  requires senior leadership to make decisions

_  will make a difference 10 years from now

 



Once you have a list of strategic issues, a key step in the planning process is to decide which have the highest priority.  Are there some issues that need to be addressed first, before others can be managed?  Are there one or two that, if addressed, will have a broader impact on your clients or on chapter operations 10 years from now?  


The planning team needs to come to clear agreement on a set of four or five priority strategic issues.  This may take considerable discussion and negotiation to reach consensus.   

The planning team recommendation should then be presented to the full board of directors, to make sure the board understands and agrees to the set of priority strategic issues before the planning process goes any further.

Step 4:  Developing  


Goals, Objectives, and Strategiestc \l1 "Step 4:  Developing  
Goals, Objectives, and Strategies   

As a basis for developing goals, objectives, and strategies for your chapter, it is necessary to examine each priority strategic issue in more depth.  For each of the priority strategic issues that you identified in Step 3, you will need to --

*  
Identify the key leaders or staff members who know the most about the issue.   Even if they are not on the planning team, they should be asked to participate in collecting the background information and designing the strategy for dealing with the issue.

*
Ideally, assign someone to write a background paper on the issue.  The background paper defines the issue in some detail and helps everyone to understand why it is a priority.  It should include --

     -
Data that describes the situation.

     -
How the issue has been dealt with in the past.

     - 
Time factors regarding when the issue will confront the chapter or the community.

     -
Why the issue requires top-level attention.

With this background information to work from, the planning team can begin developing goals, objectives, and strategies.   

A goal is a description that identifies where your chapter should be, regarding a particular issue or subject area, at the end of a relatively long time frame, such as four to six years.  A goal does not have to be measurable.   
For example, a goal might state that by the year 2000, the chapter will be recognized as the leading provider of services to victims of single-family fires in the community.
Some people might also find it useful to write a vision of success -- a brief but clear statement that describes what the chapter or the community will look like when the chapter's plans have been implemented and its strategic issues have been successfully resolved.  Such a statement can help people understand and implement the direction established in the chapter's plan.  

An objective is  a measurable, attainable achievement over one or two years that will help to mark progress toward a particular goal.  A good objective will state who or what will change, by how much, and by what date.  

There are two main types of objectives.  An outcome or impact objective defines the impact of the program on the clients or on the problem.  A process objective defines the steps that are taken toward helping the clients or solving the problem.

For example, a process objective might be that by June 30, 1997, the chapter will have doubled the number of disaster action teams available to respond to disasters in the community.  An outcome objective might be that by June 30, 1998, the percentage of victims of single-family fires in the community who are assisted by a Red Cross representative within two hours will be increased from 85 percent to 100 percent.  

A strategy is a set of policies, projects, actions, and resource allocations that will move your chapter toward its goals and objectives.  
For example, the strategy for increasing the percentage of victims of single-family fires who are assisted by the Red Cross within two hours may include recruiting and training more disaster volunteers, building relationships with local fire departments to ensure that the chapter is notified when there is need for its services, negotiating for reduced rates with local hotels for disaster victims, and securing better media coverage of the chapter's services.
The planning team and the board should take the lead in developing the goals for the chapter regarding each of the priority strategic issues.  As the leadership of the chapter, it is their responsibility to set this level of direction.  They may also have ideas about the objectives that should be targeted.  Use Worksheet 4.1 to draft goals and objectives with the planning team.

Refining the objectives and developing strategies, however, is a process that may require some brainstorming about the variety of options for resolving the issues, the roadblocks that might be encountered on the way toward accomplishing the goals, and the alternatives for getting around the roadblocks.   This brainstorming/refining process can also benefit from involving more people from the chapter, since it is these individuals and their departments that will be responsible for carrying out the strategies that are developed.  They will need to give feedback to the planning team about the time and resource implications of the strategies chosen and the feasibility of the objectives.

Every department or unit in the chapter might not have a major contribution to the resolution of every priority strategic issue, but it can be a useful exercise to engage them in the brainstorming and strategy design.  Assign the head of each department or unit in the chapter to answer the questions on Worksheet 4.2.  Then, either in a day-long retreat or in a series of shorter meetings, invite paid and volunteer staff from each department or unit to discuss the various options and see if a coordinated set of activities -- a strategy -- can be agreed upon for resolving each priority strategic issue.

With ideas and feedback from the chapter staff, the planning team can compile a final set of goals, objectives, and strategies for each of the priority strategic issues.


There must also be an opportunity for the departments to identify other ongoing activities or responsibilities that are not directly related to the priorities of the emerging strategic plan.  If a department's activities are indirectly related (for instance, by supporting the infrastructure of the chapter), they may be able to be maintained.  

However, if there are activities that are contrary to, or divert limited resources from, the direction of the plan, the departmental priorities should be reevaluated and changed accordingly. 
Once goals, objectives, and strategies have been agreed upon for each of the priority strategic issues,  each department or unit within the chapter should develop departmental plans to support the strategic plan.  Worksheet 4.3 provides a suggested outline for these departmental plans.


Worksheet 4.1: Setting  Goals and Objectives


For Each Priority Strategic Issue 




Priority 


Strategic Issue


Identified in 


Step 3, 


Worksheet 3.1

GOAL

( a description that identifies where your chapter should be, regarding a particular issue or subject area, at the end of a relatively long time frame, such as four to six years)

OBJECTIVE

(a measurable, attainable achievement over one or two years that will help to mark progress toward the goal)



*  Who or what will change?

*  By how much?

       (From baseline data

        of ______________

        to outcome of 

            ______________.)

*  By when?




*  Who or what will change?

*  By how much?

       (From baseline data

        of ______________

        to outcome of 

            ______________.)

*  By when?



Worksheet 4.2:  Developing Strategies


For Each Proposed Goal and Objective



Department or Unit:  _________________   Responsible Individual: ______________

     For each objective listed on Worksheet 4.1,  list your ideas for the ways your 

     department could help accomplish or support the objective.  Then list the resources

     (human, financial, or material) that would be required for each activity.
   




Objective

Suggested Strategies

Resources Required


























Worksheet 4.3:  Outline for Departmental Plans

    Use this outline to develop individual departmental plans for supporting  the 

    overall chapter strategic plan



I.    Department Description

Include a summary of the department's responsibilities, the paid and volunteer

           staff that are assigned to the department, and the financial resources that are

           currently budgeted to the department.



II.   Strategic Priorities


           Describe the main projects or programs that the department will focus on in

           support of the chapter strategic plan.  



III.  Action Plans or Methods


           Describe in detail the actions that will be taken to address the department's

           strategic priorities.  Reference the goal and objective in the chapter plan that is                supported by the action.



IV.   Matrix of Responsibilities, Resources, and Schedules
            Create a chart that, for each of the actions or methods listed in part III,

            identifies responsible individuals, resources that will be required, and the 

            schedule for completion.  This chart will be used to track performance and

            report on progress.

       


Step 5:  Constructing a   


 Coordinated Plantc \l1 "Step 5:  Constructing a   
 Coordinated Plan     

After each issue has been examined in more depth -- and goals, objectives, and strategies identified -- it is time to put all the pieces together.  

    
The analysis of the strengths, weaknesses, opportunities, and threats.

    
A description of the process you followed to determine the priority issues.

     
Each of the issue papers, along with the goals, objectives, and strategies that have been agreed upon.

It will take a serious review at this stage to determine if all that has been proposed can, in fact, be done.  It may take more negotiation and priority-setting by the planning team to make a realistic plan.  Finally,  the plan should explain how the chapter will --

     
Translate the strategies into unit and individual action plans.

     
Provide resources to implement the plan.

     
Monitor progress toward the goals.

     
Update and revise the plan as necessary.

Here are a few more tips for writing the document as a whole:

    *
Include a table of contents.

    *
Format the plan consistently using the same style and be consistent in the use of numbers or letters for headings.

    *
Number all pages consecutively.

    *
Spell out and define all acronyms so that readers unfamiliar with all Red Cross programs and operations will understand the plan.

    *
Write clearly and concisely.  Use short declarative sentences and active verbs.

    *
Make all references to other documents, plans, or reports clear and specific enough to allow a reader to easily find the item or section referenced.

    *
Include in an appendix any information that provides useful background or context but is not critical to understanding the plan.

    *
Structure the plan in a way that will permit sections to be excerpted and distributed to specific audiences and that will permit changes, edits, or updates without revising the whole plan.

    *
Test the understandability of the document by having it reviewed by someone who was not directly involved in its development.


Sample Outline 


For a Chapter Strategic Plan
I.
Executive Summary

II. 
Situation Analysis

   A.
Description of the chapter jurisdiction (population, demographics, geography, economy, disaster risks, etc.)

   B.
Description of the chapter (brief history; summary of MUST, SHOULD and MAY service data; and human and financial resources)

   C.
Major strengths, weaknesses, opportunities and threats

III.
Priority Issues

   A.
Explanation of why these issues were chosen as the most important for the chapter to resolve

   B.
Issue Paper #1.
}
Each issue paper should

   C.
Issue Paper #2.
}
include background on

   D.
Issue Paper #3.
}
the issue, as well as goals,

   E.
Issue Paper #4.
}
objectives, and strategies.

IV.
Implementation 

   A.
Explanation of how goals and objectives will be translated into action plans

   B.
Description of  methods for tracking and evaluating progress against objectives

   C.
Timetable for reporting to the board.

   D.
Schedule for revising and updating the plan


Step 6:  Getting      


Commitment and Approvaltc \l1 "Step 6:  Getting      
Commitment and Approval      

It is very important that key people in your chapter and your community understand -- and agree to support -- the ideas, directions, and priorities set out in your plan.  The best way to obtain this commitment is to build toward it during the development of the plan.  There are several ways to involve people in the planning process:

     
Invite the whole board to participate in the early "brainstorming" of strengths, weaknesses, opportunities, and threats.

     
Have the planning team report back to the board at several points during the planning process, especially when it is time to set priorities, so that board members understand the steps as they are taken.

    
As noted in Step 1, ask key individuals to help with writing or reviewing parts of the plan.

     
Bring the whole plan back to the board for its formal approval.

     
Share the plan with stakeholders inside and outside the chapter.


Step 7:  Going For It!tc \l1 "Step 7:  Going For It!
Once your strategic plan is written, it is up to the chapter leadership to translate it into actions.  Implementing the plan does not signal the end of the planning process.  The chapter board needs to monitor and evaluate the progress of the operational plans on a regular basis, to learn if the strategies are working and if objectives are being met. 

The following are suggested ways to manage the evaluation process:


Keep a master calendar of the objectives specified in the plan, and collect periodic reports from the responsible individuals to determine if the schedules are being met. 


Report plan accomplishments, problems encountered, and resources used to the board quarterly.


Review customer satisfaction survey results,  annual statistical reports and/or Standards of Excellence data as soon as they become available to assess progress being made toward your goals and objectives.


Scan demographic reports on the environment (e.g., SMI Reports ) to see if your situation analysis still reflects the circumstances in your chapter.


Schedule regular customer/client satisfaction surveys and interviews with other stakeholders to determine if your chapter is meeting their needs and requirements.

By conducting this monitoring and evaluation, you will be able to make necessary corrections or modifications to the plan, to make it more realistic or better targeted toward your goals.  Or, you may find you need to modify the goals. 

Annually, the board should review the plan in its entirety and update it.  During that review, remove from the plan any priority issues that have been addressed successfully and replace with other priority issues that have arisen.

