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Intro to
Strategic Planning

Ordinary
 Are there leftovers we need
to eat instead?

Let’s go out to
dinner tonight
DECISION
MAKING
PROCESS

 Do we have anything else to
do tonight?
 Do we have enough money
in our pockets to pay for
dinner?
 Can we agree on a
restaurant?
 Can they fit us in?

With Strategic Plan

A
Strategic Plan
gives a different
set of lenses
through which to
view situations
and make
decisions

Goal: Take a family vacation to
Aruba in June for 10 days of rest,
relaxation, and Cousin Armand’s
destination wedding.

Ordinary
 Are there leftovers we need
to eat instead?
 Do we have anything else to
do tonight?
 Do we have enough money
in our pockets to pay for
dinner?
 Can we agree on a
restaurant?
 Can they fit us in?

Objective #1: Save $4,000 by May 1

‐‐‐‐‐‐‐‐‐‐‐
Desired outcome: Savings in hand
before the trip begins
Metric: Amount of savings
Completion date: May 1
Person responsible: Entire family
Resources: none

‐‐‐‐‐‐‐‐‐‐‐
 Does going out to dinner tonight
move us closer to or further away
from our goal?

Strategic planning is an organization's process of

What is
strategic
planning?

defining its strategy or direction, and making
decisions on allocating its resources to pursue this
strategy. It may also extend to control mechanisms for
guiding the implementation of the strategy.

 Top‐down (set by Board of Directors, which “owns” the organization)

Who
What
When
Where
How
Why

 Establishes vision for what the organization will look like at some defined
point in the future
 Sets BHAGs* for the organization as a whole; it’s ASPIRATIONAL as well
as OPERATIONAL
 Outlines mission priorities & determines resource allocation
 So that everyone in the organization has the same roadmap to navigate
with, and the same destination to steer toward
 Sets regular checkpoints for review, assessment, and adjustment of goals
and timelines
 By definition eliminates some possible paths forward
 Contains an Implementation Plan that will guide staff in accomplishing
BHAGs and moving toward vision
 Asks every staff member to stretch, learn new things, work a little
differently, and be more collaborative
 Builds on each success, adds new features over time
*BHAGs

= Big, Hairy, Audacious Goals

(term coined by Jim Collins in Built to Last)

Current Mission Statement:

Meet the
Barnes Point
Gleaning
Cooperative
(our case study)

The Barnes Point Gleaning Cooperative
is a group of volunteers dedicated to
tending and harvesting edible plants and
fruits grown on greenways and public
lands in Mashokin County.

Though currently part of the Mission
Statement, this section actually
describes the organization’s operating
practice. It really doesn’t belong in the
Mission Statement.
Perhaps there is an intention (eating
and sharing) here that should be part of a
Mission Statement, but activities always
*follow* mission.

Half of all food harvested is shared
with the Barnes Point UCC Food Pantry
for distribution among neighbors in
need; the rest is shared among the
volunteers.

You need board consensus on
two things to start working on
your Strategic Plan

 Mission Statement

Starting
Point
Dirty Little Secret:
Your consensus on both these things
may turn out to be wrong or at least not
yet ready for prime time. You’ll re‐visit
this several times in the Strategic
Planning process.

The Barnes Point Gleaning
Cooperative is a group of
volunteers dedicated to
tending and harvesting edible
plants and fruits grown on
greenways and public lands in
Mashokin County.
Half of all food harvested is
shared with the Barnes Point
UCC Food Pantry for
distribution among neighbors
in need; the rest is shared
among the volunteers.
That’s a

BHAG!!

 Organization‐Sized Vision
A greener Mashokin County,
with walking trails showcasing
edible native plants, fruits, and
berries available to all residents
in season.
Healthy food in quantity,
seasonally available, is easily
accessible to people in need
throughout Mashokin County.
 Ultimate Vision???
Every person in the world has
free access to seasonal fruits
and edible plants to supply a
healthy diet, within walking
distance of their home

Tools!
I Need Tools!
Are you sure you want tools?
Tool 1: The Logic Model

 HIGHLY RECOMMEND
Logic Model Webinar with
Maryn Boess

Putting a
Logic Model
to work for you

Putting together a logic model
helps you think both
strategically and linear‐ly
about what it is you are trying
to do and how you are going
about it.

https://grantstation.com/webin
ar/change‐map‐and‐bottom‐
logic‐model‐2022‐03

 Resources

Cost is $69/person

 Outputs

(Disclaimer: I don’t have a horse in the race
with either Maryn or Grant Station, but I did
find this webinar incredibly helpful)

Next offered Thursday, March
10, 2022 at 2pm Eastern

 Programs & Activities
 Outcomes
 Impact
Your strategic plan will start
coming to life somewhere in
the middle of your logic model.
Seriously.

1
The Current
Situation

Resources
You Have/Need

Activities/
Programs

Organization Name
Your Mission Statement

Deliverables/
Outputs

Outcomes

with regard to the
problem you’re
trying to
address/solve

Impact – How You
Move the Needle

The Proximate
or Organization
Vision
what things look
like when your
organization’s piece
of the work is done

3

4

2

The Overarching Vision
what will things look like when this problem is solved

1

Barnes Point Gleaning Cooperative

The Barnes Point Gleaning Cooperative is a group of volunteers dedicated to tending and harvesting edible plants and fruits grown on greenways and public lands in Mashokin County.
Half of all food harvested is shared with the Barnes Point UCC Food Pantry for distribution among neighbors in need; the rest is shared among the volunteers.

The Current
Situation

3

Resources
You Have

Activities/
Programs

Deliverables/
Outputs

Outcomes

Impact – How You
Move the Needle

In January 2022, 16.4%
of Mashokin County
residents are food
insecure. That includes
22.1% of children under
the age of 18.
Mashokin County has
48,000 square acres of
public lands, including
18 miles of greenways,
an urban forest, and 12
active community
gardens. Fruits, berries,
nuts, and edible plants
are abundant in all
these areas.

All the stuff in the middle
comes later!

4

A greener Mashokin
County, with
walking trails
showcasing edible
native plants, fruits,
and berries available
to all residents in
season.
Healthy food in
quantity, seasonally
available, is easily
accessible to people
in need throughout
Mashokin County.

88% of Mashokin
County residents
indicated no knowledge
of foraging or public
land food resources on a
2021 survey.

2

The
Organization’s
Vision

The Overarching Vision
Every person in the world has free access to seasonal fruits and edible plants to supply a healthy diet, within walking distance of their home

•

Is everyone satisfied with the description of the current
situation?

•

Are you agreed on the overarching vision?

Stop right
now!

•

What (really) is your organization’s piece of that vision?
You will be out of business (or operating at full potential)
when what conditions have changed?

Before you go
any further...

•

What incremental changes will you be making in your
community to move the needle from the current situation
toward your organization’s vision? Do you know?
Are you working from the right mission statement? Does
your mission statement match or lead to your vision??

Filling in the
Edges
of the Logic
Model

Mission Statement

Organizational Vision

 If needed, re‐write your
Mission Statement so it
addresses the Current
Situation you’ve described

 Once you have a relevant
Mission Statement, a clear
Statement of the Current
Situation, and an Overarching
“World Size” Vision, you can
come back to your Proximate
“Organization Size” Vision.

The Barnes Point Gleaning
Cooperative is a group of
volunteers dedicated to tending,
harvesting, and educating about
edible plants and fruits grown on
greenways and public lands in
Mashokin County, so that all
residents have access to
seasonal produce for a healthy
diet.

Healthy food in quantity, and
seasonally available, is easily
accessible on public lands to
people in need throughout
Mashokin County.
Mashokin County residents have
opportunities throughout the year
to learn techniques for foraging
and preparing edible plants, fruits,
berries, and nuts growing on
public lands in the county.

1

Barnes Point Gleaning Cooperative

The Barnes Point Gleaning Cooperative is a group of volunteers dedicated to tending, harvesting, and educating about edible plants and fruits grown on greenways and public lands in
Mashokin County, so that all residents have access to seasonal produce for a healthy diet.

The Current
Situation

Resources
You Have

Activities/
Programs

Deliverables/
Outputs

Outcomes

Impact – How You
Move the Needle

In January 2022, 16.4%
of Mashokin County
residents are food
insecure. That includes
22.1% of children under
the age of 18.

Vision
Healthy food in
quantity, and seasonally
available, is easily
accessible on public
lands to people in need
throughout Mashokin
County.

3

Mashokin County has
48,000 square acres of
public lands, including
18 miles of greenways,
an urban forest, and 12
active community
gardens. Fruits, berries,
nuts, and edible plants
are abundant in all
these areas.

Mashokin County
residents have
opportunities
throughout the year to
learn techniques for
foraging and preparing
edible plants, fruits,
berries, and nuts
growing on public lands
in the county.

88% of Mashokin
County residents
indicated no knowledge
of foraging or public
land food resources on a
2021 survey.

2

The
4
Organization’s

The Overarching Vision
Every person in the world has free access to seasonal fruits and edible plants to supply a healthy diet, within walking distance of their home

Save the information‐gathering, the brainstorming, everything! Take
photos of exercises you do that take up wall space. Document your
process!

As you gather
information
and work
through the
process

Tools!
More Tools!
Are you sure you want tools?
Tool 2: SWOT Analysis

If you have paid staff or lead
volunteers, involve them in
this analysis as well as your
board members.

Strengths

Weaknesses

SWOT
Analysis
Opportunities

Threats

For the exercise to have any
meaningful results, it will
require a lot of input from
many people who interact
with your organization in
different ways. (stakeholders)
This may involve outside
research as well.
Brainstorm in each category
(many ways to do this), then
prioritize within the category
by consensus or by colored
dot vote.

Knocking on the door of the
Section 8 apartment...

A Play in
Two Acts:
Of Dandelions
and
Stakeholders

Hi, I’m Andreas from
the Barnes Point
Gleaning Cooperative.
I’ve brought some fresh
greens for you and
your family for
supper, just harvested
today!
Befuddled resident, with a tight
smile:

Thank you. Thank you
so much.
Door shuts. Conversation
continues inside the apartment.

Can you believe it? That $%#^ just dumped dandelions on us.
“For.Our.Supper,” he said. Like we’d eat weeds!! The nerve of those
so-called do-gooders!

And that’s how the mess of dandelions ended up on the sidewalk out back.

Using
SWOT
Analysis
as a
Strategic
Planning Tool

capitalize on
Strengths

Opportunities
take full
advantage of

overcome
Weaknesses

Threats
minimize

Each group of stakeholders needs time and
guidance to create their own SWOT analysis;
you’ll take all those “output” documents
and compile them
Strengths
• Master Gardener program
You may discover
affiliation (Jerome)
that your board or
• Magnitude of acreage in public
leadership team
lands, volume of edible plants
isn’t big enough
and fruits, berries, and nuts
or diverse enough,
• Dedication of core leadership
as you look at the
• Edna Bailey Legacy Fund
different output
documents.
What needs to
happen
so that
all stakeholder
voices are
heard and
respected?

Opportunities
•
•
•
•

Conservation Association grant
program
Piggybacking on existing
Falling Fruit app
Maggie’s partner is on city
council
Vacancy on county planning
council now

Weaknesses
•

•
•
•

No connections with needy
people other than UCC Food
Pantry
Limited communication
platforms, no database
No office space or
tool/equipment storage
No mapping of public land
assets

Threats
•
•
•
•
•

County pesticide use?
Encroaching development in
NW quadrant of county
Public works chief not
supportive
Community gardens program
lacks leadership, may fall apart
Other similar groups in area??

Tools!
More Tools!
Are you sure you want tools?
Tool 3: Brainstorm Universe
or Brainstorm Machine

ORGANIZATION‐SIZED VISION YOU SET:
Healthy food in quantity, and seasonally available, is easily
accessible on public lands to people in need throughout Mashokin
County.
Mashokin County residents have opportunities throughout the
year to learn techniques for foraging and preparing edible plants,
fruits, berries, and nuts growing on public lands in the county.

Identify Key Elements:
1. Healthy food growing on public lands
2. People (in need) in Mashokin County
What are the forces that you need to exert on
each of these elements to draw them into a
system that generates not just the output, but
These two elements are not naturally in
relationship with one another!
also the outcomes, and impact you are seeking?

Whether you go with the
machine or the universe
model, you’ll want one
blank template for each part
of your vision you’re
brainstorming around.
In this case, we’d use two:
one with the orbit
point/center/sun being the
hungry people we’d like to
help feed; and the other
with that orbit point being
the preservation of public
lands in the county.
We’ll take on one of these as
our example.

Concerns:

follow‐up surveys
to assess
effectiveness

Adequate nutrition
Time outdoors
Awareness of green‐
spaces open to public
Knowledge of foraging
Willingness to forage
Cooking skills
Cooking supplies
Access to public green‐
spaces
Time to forage
Enough trainers

forager
certification classes
cooking with wild
plants classes at
community center

single session foraging classes
offered regularly
for various ages and family
groups
Food insecure Mashokin
County residents
Children
FUNDING!
Young People
paid
Adults
child care so
admin or
Seniors
parents can
director?
participate

kitchen
supply pantry
at Temple
Beth El

participation
incentive or
scholarship
program

taking foraged food
to the UCC Food
Pantry

Kids on Greenways
program through
schools
Think ahead to future
program build‐outs:
fire‐escape and
backdoor gardens,
bucket and cinderblock
gardens, etc

Food Grown on
Public Lands
18 miles of greenway trails

create an app
or subsidize
adoption of
Falling Fruit app

map plants,
fruits, nuts,
berries on public
lands in county;
estimate yield

way to assess
interest and
buy‐in??

850 acres of other public lands
outside of downtown
Edible landscaping throughout
entire Main Street area
What about community
gardens?

After the brainstorming seems complete, here are a few additional
steps you need to take:
1. Go back to your SWOT analysis. Are there items that surfaced there
you haven’t addressed or still need to address moving forward?

The Road Not
Taken:
Letting Go
can be Tough!

2. You’ll be going back to your Logic Model next to do some more work.
Based on where your strategic thinking has taken you, do you need to
update either your Mission Statement or your prior Vision Statement
again before moving on to the next steps?
3. The things you’ve brainstormed as your path forward may look quite
different from the things you’ve been doing as an organization up until
now. What programs and activities are you leaving behind or winding
down as a result of this strategic planning process?
 How do you and your stakeholders feel about that?
 Can certain programs and activities be passed along to other groups
for continuation?
 How do you celebrate, close down, and say goodnight to programs
you’ll no longer be leading or supporting or that will be ending?

1

Barnes Point Gleaning Cooperative

The Barnes Point Gleaning Cooperative is a group of volunteers dedicated to tending, harvesting, and educating about edible plants and fruits grown on greenways and public lands in
Mashokin County, so that all residents have access to seasonal produce for a healthy diet.

The Current
Situation
In January 2022, 16.4%
of Mashokin County
residents are food
insecure. That includes
22.1% of children under
the age of 18.

Resources
You Have
Three certified foragers in
BPGC

Activities/
Programs
Regular guided foraging
walks

24 guided foraging walks
held over 12 months
40 people identifying as food
insecure participate in
foraging walks over 12 months

3

Mashokin County has
48,000 square acres of
public lands, including
18 miles of greenways,
an urban forest, and 12
active community
gardens. Fruits, berries,
nuts, and edible plants
are abundant in all
these areas.

Deliverables/
Outputs

Delete data points that have
become irrelevant for your
organization

Outcomes

Impact – How You
Move the Needle

Vision
75% of participants (N=120)
report harvesting edible
plants 2x or more on
greenway after foraging
training

In both 6‐month and 12‐
month follow‐up surveys,
60% of 2020 participants
(N=120) indicate they are
“feeling better” or “eating
better” as a result of their
foraging training.

Greenway foot traffic has
increased by 10% (trail cam
analysis) in last 12 months

88% of Mashokin
County residents
indicated no knowledge
of foraging or public
land food resources on a
2021 survey.

2

The
4Organization’s

The Overarching Vision
Every person in the world has free access to seasonal fruits and edible plants to supply a healthy diet, within walking distance of their home

Healthy food in
quantity, and seasonally
available, is easily
accessible on public
lands to people in need
throughout Mashokin
County.
Mashokin County
residents have
opportunities
throughout the year to
learn techniques for
foraging and preparing
edible plants, fruits,
berries, and nuts
growing on public lands
in the county.

Output
Outcome
Impact

Output

Outcome

Impact

THE DIRECT RESULT
OF WHAT YOU DO

THE IMMEDIATE “WHAT
HAPPENS NEXT”

760 pounds of food
foraged on public
lands was shared
with food insecure
families Mashokin
County in 2020

20 adults participated
in Thursday foraging
walks throughout the
spring.

THE “SO WHAT” – WHAT CARRIES ON
MAKING A CHANGE IN THE LARGER
SCHEME OF THINGS FOR INDIVIDUALS
OR THE COMMUNITY AT LARGE

16 volunteers per
month

75% of participants
reported greater
comfort with
choosing wild plants
to eat

2 foraging trainings
led
1 cooking with wild
plants class held
monthly
20 people wrote
letters to the editor
about pesticide use
on greenways

85% expressed
delight at tasting wild
plants they foraged
50% signed up for a
second foraging walk
session

In both 6‐month and 12‐month
follow‐up surveys, 60% of 2021
participants (N=72) indicated they
were “feeling better” or “eating
better” as a result of their foraging
training.
50% indicated getting more
physical exercise through use of
local greenways since their
foraging training.
The Mashokin County Planning
Commission voted in March to
declare 400 acres of greenway
trails and adjacent land as Food
Forests, limiting pesticide use and
clear cutting for 20 years.

 Worry about formatting and having all the right pieces/parts
for a formal document last.
 Write from big to small [Goals first; these need to bridge the
distance between your Mission Statement and your
Organizational Vision.]

Writing Your
Strategic Plan

THESE ARE EXAMPLES OF STRATEGIC PLAN‐SIZED GOALS:
The Barnes Point Gleaning Cooperative places a highest value on
preserving and maintaining public lands within Mashokin County for
public use.
The Barnes Point Gleaning Cooperative is committed to making food
growing on Mashokin County public lands available to all residents,
especially to those who are food insecure.
The Barnes Point Gleaning Cooperative seeks to secure funding to
support its work within Mashokin County in the short and long term.

If your board is
still engaged in
strategic
planning at this
stage, they’re
about at
the end of their
commitment
to it.

We talk about GOVERNING
boards (large organizations)
vs. WORKING boards (small
organizations).
EVEN IF you have a working
board, the rest of the work
on your Strategic Plan is so
specific and so detailed that
very few people will have
the patience to stay
engaged in the process...
AND YET, if you don’t do the
rest of the work, your
Strategic Plan isn’t worth
the paper it’s printed on.

Goals
to
Objectives
to
Strategies
to
Implementation
Plan

GOAL 1: The Barnes Point
Gleaning Cooperative places a
highest value on preserving and
maintaining public lands within
Mashokin County for public use.
OBJECTIVE 1.1: Within 12
months secure a long‐term
pesticide‐free pledge for public
lands and greenways from the
Mashokin County Planning
Council.
OBJECTIVE 1.2: Within 24
months develop a publicity
campaign using traditional and
social media to promote use and
enjoyment of public lands in
Mashokin County

GOAL 1, OBJECTIVE 1,
STRATEGIES
1.1.1 Nominate, promote, and
lead a campaign to vote a Barnes
Point Gleaning Cooperative
Member onto the current
vacancy on the Planning Council
1.1.2 Develop a media campaign
that highlights the devastating
effects of pesticide use on edible
plants and humans consuming
them
1.1.3 Hold a public forum to raise
awareness and bring attention to
the pesticide problem
1.1.4 Engage an environmental
law firm to research and provide
counsel.

Tools!
More Tools!
Are you sure you want tools?
Tool 4: Implementation Plan Chart

Your Implementation or Action Plan is a chart. For me Word works
better than Excel for this type of chart. Your mileage may vary.

Implementation
Plan:
Where the
Rubber Meets
the Road

The Implementation Plan is for internal use only. It’s very specific
about sources and methods, so you are not likely to want to share
this with potential competitors or people you’re trying to influence.
Frankly, it’s also so detailed, it’s a mind‐numbing read. And, truly,
only the people named in any “Personnel” cell of the chart (plus the
Executive Director and maybe the Operations Manager) need to
know or keep up with the details for any particular strategy.
Goal
Description (unpack the goal in 2‐3 sentences more)
Overall strategic targets (what will success on this goal look like)
Objective 1

Strategies

Activities

Tracking
Metrics

Timeframe

Personnel

Cost

Goal
1. The Barnes Point Gleaning Cooperative places a highest value on preserving and maintaining public lands within Mashokin County for public use.

Description
By proactively addressing threats to public lands, as well as volunteering time in service to those lands, the BPGC can better ensure that public lands and greenways are preserved and
maintained for residents of all generations to enjoy.

Overall strategic targets
1.
2.
3.
4.
5.

3 letters to the editor published weekly in the Mashokin Times until pesticide ban is adopted
12 monthly and 5 holiday trail maintenance days held annually
100% of the members of the Mashokin County Planning Council attend a foraging walk within the next 24 months
45 residents of public housing (or who identify as food insecure) attend a foraging walk within the next 24 months
15% increase in greenway use annually (monitored by trail cams)
Objective

Strategies

1.1 Within 12 months secure
a long‐term pesticide‐free
pledge for public lands and
greenways from the
Mashokin County Planning
Council.

1.1.1 Nominate, promote,
and lead a campaign to vote
in a Barnes Point Gleaning
Cooperative Member to the
current vacancy on the
Planning Council

Activities
1.
2.
3.
4.

Secure Nominee
Secure Campaign Chair
File paperwork
w/county
Create fliers, distribute
door to door

Tracking Metrics
1.
2.
3.
4.

Nominee secured?
Campaign chair
secured?
Paperwork filed &
approved?
A‐Flyers made?
B‐Canvassing team
assembled?

Timeframe
1.
2.

By March 1, 2023
By March 1, 2023

3.

By March 5, 2023

4.
5.

By April 5, 2023
By April 5, 2023

Personnel
1.
2.
3.
4.

5.
1.1.2 Develop a media
campaign that highlights
the devastating effects of
pesticide use on edible
plants and humans
consuming them

Steering committee to
suggest names
Phil & Theresa to ask
Julio to get, complete,
and return paperwork
Misha to design flyers,
steering committee to
approve
Steering committee &
families to canvass

Cost
$65.00 for filing paperwork
$1,000 for flyers

Moving
Toward a Final
Strategic Plan
Document















Title Page, Table of Contents
Executive Summary (1 page, double‐spaced; write this last of all)
Vision, Values, Mission (1 page)
Organization Description, Organization History (1‐2 pages)
The Strategic Plan (3‐8 pages)
Goals – Objectives – Target Metrics – Strategies
Appendix A: Process Introduction [How did you develop the
Strategic Plan?] (1‐2 pages)
Appendix B: Background Materials [Whitepapers, input sets, other
documents you developed in getting to the new Strategic Plan; things
that will provide helpful context to the leaders of your organization
who follow you] (Could be lengthy)
Appendix C: Implementation Plan (2‐20 pages or more)
Appendix D: Monitoring, Oversight, and Evaluation Plan (2 pages)
Appendix E: Financial Implications (2 pages)
Appendix F: Staffing Plan (2 pages)
Appendix G: Communications Plan (2 pages)

RED text = Public Access; share with funders any time; OCHRE text = Share with funders on request; may help your cause
EVERYTHING ELSE = In‐house use only; tells how you will use, implement, and talk about the Strategic Plan and leaves a paper and thought trail for those
who follow. (We also added an Appendix H for the board that pulled out tasks that were specifically assigned to the board.)

P.S. Work on completing your logic model as well!

You’re On
Your Own Now
unless you sign up for future mentoring sessions!

Lynette Johnson
Executive Director, Society of St. Andrew
lynette@endhunger.org | 434‐299‐5956
@just_lynettej linkedin.com/in/johnsonlynette

