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Next Steps Vision Document into an Actionable Plan

February 2011

1. Edit and APPROVE FINAL DRAFT OF VISION DOCUMENT

Depending on how the Vision Document was crafted, there may be opportunity for some minor editing for clarity and amplification. Consider forming a small group as an “Editorial Team” to review and reflect on any feedback and make/ suggest appropriate updates to the Document. This updated version needs to be presented to the Governing/ Oversight Board for final approval. If necessary this Board may make minor changes for clarity and/ or completeness. The goal is an APPROVED FINAL DRAFT of the Vision Document.
2. Conduct a series of Leader Town Hall Meetings
Conduct a series Town Hall Meetings (2 hrs.) that offer an opportunity for the community to hear first-hand from the Leaders how the Vision Document aligns with and augments their vision.  Led by the Leader and a facilitator, these gatherings will jumpstart the planning process by asking input from those in attendance 4 questions, answered in small groups formed around each Vision Areas. The 4 questions are: 
1) What can be done right now to achieve the vision?, 
2) What are some obstacles to overcome as we work toward the vision?, 
3) As a member of the Community, how do you want to participate?, and 
4) What are some milestones to look forward to as we make progress living into this vision? 
The results of the Town Halls are be documented into a “Town Hall Voices Report” and used during the Initial Planning Meeting (see #5 below).
3. RECRIUT AN INITIAL PLANNING TEAM

Select up to 30 leaders and stakeholders, including Organization staff to participate as an Initial Planning Team to create the Initial Strategic Plan. The Leader invites them to the Strategic Planning Workshop (see #5 below). At least 20 participants are required at this workshop.
4. Develop a conceptual organization chart

With help from the Leader and Vision Sub Committee members of the Board (see #8 below), develop a conceptual organization chart of the Organization in terms of the Vision Document, Legal Responsibilities and Office of the Leader. This chart will be used at the Initial Planning Workshop.
5. Conduct the Initial Planning Workshop

Assisted by the facilitator, the “Initial Planning Team” participates in a 4 hour Initial Planning Workshop with 20-30 Leaders, Staff and Stake Holders to convert the Vision Document into a clear and transparent plan of action, with goals, objectives, expected results, and ownership. The results of this workshop will become v.1.0 of the Strategic Plan.
6. Develop and maintain a Communication Plan

Develop and maintain a Communication Plan insuring frequent updates on plan status, sharing stories of transformation, successes, issues, and seeking assistance as needed. Answer the following questions: Who is the Audience, What are the Messages, How will you tell them (Media), Who will tell them, and When will you tell them?
7. Initial Review of the Strategic Plan
Share the Initial Draft Strategic Plan with the Board and Staff and solicit feedback. Answer questions for clarification and listen for suggested changes, additions, etc. 

8. Form the “Mission and Vision” Board Sub Committee

Consider forming the “Mission and Vision” (M&V) Board Sub Committee. This group needs to decide how it will maintain the plan, as they are the potential keepers, how they will work with the various “Project Managers” (Goal Keepers), how to align with the budget and the Finance Sub Committee, and how they will report progress to the Board and Stake Holders. The several roles on the M&V Sub Committee are Leader (Sub Committee coordination), Plan Keeper (maintains the Plan current and publishes one page status updates), Communication Coordinator (maintains the Communication Plan) and Project Liaisons (maintains contact with the Project Managers).
9. Update Initial Plan to Version v.2.0
Each “Staff Owner” who is assigned to the various  Goals needs to carefully review each Goal and update as necessary for completeness and viability. They also need to consider who the various “Project Managers” should be. The Project Manager is an explicit assignment with specific accountability and responsibilities. Once this level of assignment and clarification has been completed and documented in the Plan, the Plan gets promoted to v.2.0 and can be shared with the others as part of an overall education process.
10. Integrate Plan into the Organization’s Budget v.3.0

Integrate the plan with the Organization’s budget. Once the final budget has been approved, make adjustments to the plan, reflecting reality. This will be v.3.0. If agreed, the M&V Sub Committee of the Board will take full responsibility from that point forward to deliver version updates. Remember this is just a “Tool” but it is a living breathing document. The updating process needs to be simple, transparent and current. It is really a lot easier than I’m making this sound. Think muscle memory.
11. Work the Plan

As progress is made, keep the Plan updated (monthly). Identify and celebrate successes, publish needs, add new Goals as they are identified ensuring that they are transparently aligned to the Vision Document, and record assignments and obligations. As progress is made achieving the Vision work through the Board to periodically (annually) update the Vision Document.
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