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[bookmark: _Toc533772675]OVERVIEW
Community Action Agencies (“CAAs”) must conduct three planning processes:

This document provides guidance on developing a Strategic Plan. The Department’s requirements are found in Appendix 6. Each CAA has the discretion of using the steps or worksheets in this guide or creating their own, as long as the Department requirements are met. 
[bookmark: _Toc532997875][bookmark: _Toc532998113][bookmark: _Toc533058008]Federal Requirements for Strategic Planning
In 2015, United States Health and Human Services (USHHS) issued Information Memorandum No. 138 establishing Community Services Block Grant (CSBG) Organizational Standards (OS) which require CAAs to have their governing/advisory body develop and approve a strategic plan every 5 years.
The strategic plan is to meet the following requirements established by the OS:
	Standard Related to Strategic Plan

	1.1
	Demonstration of low-income participation in CAAs activities.

	1.2
	Analyze information collected directly from low-income individuals as part of the community assessment.

	1.3
	A systematic approach for collecting, analyzing and reporting customer satisfaction data to the board.

	4.3
	Document continuous use of full ROMA cycle and use of a ROMA certified trainer/implementer to assist in implementation.

	6.1
	An agency-wide strategic plan in place approved by the governing/advisory body within the past 5 years.

	6.2
	Develop a strategic plan that addresses reduction of poverty, revitalization of low-income communities, and empowerment of people with low incomes to become more self-sufficient.

	6.3
	Strategic plan that contains family, agency, and community goals.

	6.4
	Customer satisfaction data and customer input collected through the Community Needs Assessment in the strategic planning process.

	6.5
	Governing board/advisory body receive an update(s) on meeting the goals of the strategic plan/comparable planning document within the past 12 months.

	9.3
	Present to the governing board/advisory body for review or action: analysis of agency outcomes, operational or strategic program adjustments, and improvements identified within the past 12 months.


[image: ]Documents to meet each organizational standard can be found at: https://www.tdhca.state.tx.us/community-affairs/csbg/additional-requirements.htm



[bookmark: _Toc533772676]Step #1: Getting Started
	Who
	· Leadership Team
· Board Members
· Agency Staff

	Why
	· To develop a process and work plan for creating the strategic plan
· To ensure the Board is fully engaged (IM 82) and provides external oversight
· To involve agency Staff in the planning process

	How
	· The ED is the primary coordinator who orients committee and team to goals of planning and requirements of organizational standards
· Define purpose and roles
· Create a Workgroup
· Include board members, top leadership, community stakeholders; a mix of participants, from big-picture visionaries to detail-oriented thinkers.
· Create a Work Plan:
· Define the process: critical elements and steps to be followed
· Determine each participant’s role

	What
	· Determine resources needed: facilities, people, information and time
· Budget for outside facilitators, consultants, or other resources
· Assign roles for Primary Coordinator, Writer and Facilitator
· Determine timeline and deliverables

	When
	· 1-2 meetings, lasting 1-3 hours each.
· Completed within 2 weeks


See Appendix 1 for questions and examples


[bookmark: _Toc533772677]Step #2: Clarifying Direction
	Who
	· Leadership Team
· Board Members
· Agency Staff

	Why
	· Establish or reaffirm a shared understanding of why your organization exists and its future aspirations.

	How
	Review and revise as needed the: 
· mandates; bylaws (OS 5.3), contracts, federal and state requirements
· vision statement
· mission statement (OS 4.1) for 4-key components: population, services, outcomes and relationships
· values

	What
	· Address the goals of CSBG (reduction of poverty, revitalization of low-income communities and empowerment of people with low incomes to become more self-sufficient)
· Describe your organization’s goals and reason for existence. Goals should be:
· Brief
· Easy to communicate
· Shared by members of the community

	When
	· 1 meeting, 2 to 4 hours long 
· Completed in 1 week


See Appendix 2.1 – 2.4 for questions and examples


[bookmark: _Toc533772678]Step #3: Assess Current Situation
	Who
	· Leadership Team
· Board Members
· Agency Staff
· Workgroup

	Why
	· To address key needs identified in CNA
· To identify strengths, weaknesses, opportunities and threats (SWOT)

	How
	· Review and/or Discuss: 
· Most recent CNA
· Previous strategic plan and outcomes achieved
· Client satisfaction data (OS 1.3, 6.4)
· Compliance findings and single audit issues
· Levels of current and future funding
· Financials: debt, savings, and investments
· Staffing: employee satisfaction and turnover
· Capacity to report required data
· Facilities: service sites and outreach sites
· Outreach and advocacy efforts
· Economy
· Political climate
· Demographic changes
· Legal issues
· Technology
· Input from key stakeholders

	What
	· Summarize key findings, top needs, strategies, goals, objectives, outputs and outcomes
· Conduct a SWOT analysis

	When
	· 1/2 to full day
· Completed in 1 week


See Appendix 3 for SWOT and examples, and stakeholder interview questions


[bookmark: _Toc533772679]Step #4: Identify Key Strategic Issues
	Who
	· Workgroup
· Board Members

	Why
	· To identify strategic priorities
· A strategic issue is a fundamental policy choice or change challenge

	How
	· Analyze SWOT results
· Align priorities with Vision, Mission and Values
· Ensure strategic plan meets program requirements

	What
	· Identify strategies, goals and objectives. Pick top 10 to address.
· Identify resources needed for the strategies, goals and objectives
· Develop master list of strategic priorities

	When
	· ½ to full-day
· Completed in 1 week


See Appendix 4.1-4.3 for questions and examples


[bookmark: _Toc533772680]Step #5: Establish Goals
	Who
	· Workgroup
· Board Members

	Why
	· To increase performance and impact in the communities we serve

	How
	· Set Outputs and Outcomes to achieve the strategies, goals and objectives

	What
	· Ensure goals are SMART (specific, measurable, achievable, relevant to the mission and vision, and time-oriented)
· Incorporate ROMA to ensure the strategies, goals and objectives align with the CNA (ROMA logic model)

	When
	· 1 full day
· Completed in 1 week


See Appendix 5.1 for Full Implementation of ROMA Checklist and examples


[bookmark: _Toc533772681]Step #6: Write Plan
	Who
	· Workgroup
· Leadership Team

	Why
	· It is required (OS 6.1 - 6.5)
· Strategic Plan is a roadmap to achieving a shared vision that guides the organization in fulfilling its mission, making decisions and allocating resources
· To communicate the organization's strategies, goals and objectives to stakeholders and community

	How
	· Utilize:
· ROMA Cycle (OS 4.3)
· Customer satisfaction data (OS 1.2, 1.3 and 6.4)
· CNA results
· Address Family, Agency and Community levels of need(OS 6.3):
· Reduction of poverty (OS 6.2)
· Revitalization of low-income communities (OS 6.2)
· Self-sufficiency (OS 6.2)
· Obtain feedback to draft

	What
	· Write a plan that meets the state requirements outlined in Appendix 6

	When
	· 10-15 hours
· Completed in 2 weeks


See Appendix 6 for examples


[bookmark: _Toc533772682]Step #7: Adopt Plan
	Who
	· Workgroup
· Staff
· Board

	Why
	· It is required (OS  6.5)
· To obtain Staff, Board, Stakeholder and Community buy-in

	How
	· Present the strategic plan to Board
· Board reviews and approves (OS 6.1)

	What
	· Share the strategic plan with partners and key elected officials
· Post a short version of strategic plan to website or to social media
· Use strategic plan to inform and/or recruit potential partners
· Monitor progress:
· frequency of data analysis
· reports for executive director, staff and board (OS 9.3)

	When
	· Approval at regularly scheduled board meeting
· Completed in 4 weeks
· Annual update to Board (OS 6.5 and 9.3)
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[bookmark: _Toc533772684]Appendix 1.1: Discussion Points for Getting Started
· Discuss your goals for the SP process
· To meet CSBG program requirements and CSBG grant purpose to address the reduction of poverty, the revitalization of low-income communities, and empower low-income persons to become self-sufficient
· To address priority needs identified in the Community Needs Assessment
· To re-examine why the organization exists and its aspirations for the future
· To produce decisions and actions that guide the organization’s programs and operation
· To help prioritize efforts and determine the allocation of resources
· To improve effectiveness and efficiency through agreed upon strategies and goals

· Discuss the benefits of developing a strategic plan
· Allows for better thinking, better decisions and better results
· Helps set direction and priorities for the annual plans and to guide staff
· Gets everyone on the same page
· Focuses decision making
· Aligns resources to maximize results

· Determine what success looks like for the strategic planning process
· Having a plan that prioritizes what the organization wants to accomplish in the next five years (or fewer years if agency is on a shorter time frame)
· Achieving greater board engagement
· Having staff and board working together more effectively
· Creating a willingness to approach and do things differently

[bookmark: _Toc533772685]Appendix 1.2: Discussion Questions
· Why are we engaging in strategic planning?
· What do we expect the benefits will be of developing a SP?
· Who will serve of the SP Committee (management, staff, board, volunteers)?
· Who will coordinate and handle the logistics of getting the SP through the process?
· How will we conduct the process (staff meetings, forums, stakeholder input, board committee)?
· What is the timeframe for completing the SP?
· What do we anticipated will be the results of completing the SP?
· What deliverables do we expect?

[bookmark: _Toc533772686]Appendix 1.3: Possible Deliverables
· Revised mission, vision, and guiding principles
· Revisions or reconsiderations to an existing prior Strategic Plan
· Priorities for the next 5 years

[bookmark: _Toc533772687]
Appendix 2.1: Review Mandates
Mandates refer to requirements an agency must meet based on either their own governing documents, federal or state program requirements, local requirements, etc.

· List each mandate and its requirement source (law, rule, policy, grant requirement, contract, etc.).
· For each ask:
· What are the implications for not meeting the mandate on the organization’s services or programs?
· Is the mandate still in effect? Is it appropriate?
· What does this mandates mean about our organization’s purpose and mission?
· Can the mandate be changed, and if so, why?
· What impact does the mandate have on our future direction?
[bookmark: _Toc533772688]Appendix 2.2: Vision Statement
· What is the ideal picture of our community in the future?
· Does our vision statement inspire?
· If our organization is successful in meeting its mission, what would the future look like?
EXAMPLE:
·  To end the cycle of poverty, revitalize communities and empower persons to become self-sufficient.
[bookmark: _Toc533058021][bookmark: _Toc533144273][bookmark: _Toc533772689]Appendix 2.3: Mission Statement 
· What is our purpose?
· What business are we in?
· Whom do we serve?
· How are we unique?
· Is our mission statement realistic?
· Is our mission clear and easily understood?
· What image do we want to convey about our purpose and organization?
EXAMPLES: 
· To promote economic mobility by connecting low-income families and individuals to community resources and coaching people to help themselves.
· We exist to strengthen the educational, social, and economic well-being of individuals and families as they move toward economic independence and self-sufficiency.
[bookmark: _Toc533144276][bookmark: _Toc533772690]Appendix 2.4: Values
· How do we want to treat others and how do we want to be treated?
· What are our attitudes and values about our clients, processes and performance?
EXAMPLES: 
· We value the delivery of high-quality, measurable outcome-based services to our clients.
· We practice fair, open, and impartial administration of our programs, regardless of the racial, social, cultural, religious, or economic status of our stakeholders.
· We believe in honoring each other with dignity and respect, building relationships that demonstrate empathy, compassion, courtesy, and appreciation of the unique qualities of every person with whom we work.



[bookmark: _Toc533772691]Appendix 3.1: SWOT




	Example Strengths
	Example options to take advantage of them

	Strong commitment of staff to helping vulnerable populations
	· Improve benefits and salary to retain talented and committed staff
· Train staff so that they can provide quality services and continue to be engaged

	Staff with diverse backgrounds, talent and expertise
	· Evaluate talents of staff to maximize the use of their skills and their organizational performance

	Internal checks and balances
	· Review processes to determine if any parts can be streamlined

	Long history in the community addressing needs of low income persons
	· Emphasize experience to potential funders and collaborative partners

	Elected officials serve on board
	· Seek support from elected official board members to obtain financial support from cities and counties

	Board has legal, financial, and social service expertise
	· Tap into board member’s expertise to design effective programs

	Good array of programs
	· Use experience administering programs to apply for funding for additional programs

	Only provider offering long-term case management with goal of helping persons become self- sufficient
	· Continue to train staff to provide effective case management and assist persons to become self-sufficient



	Example Weaknesses
	Options to overcome Weaknesses

	Lack of financial controls that create risk 
	· Establishing procedural changes to mitigate risks
· Have financial reports provided to Board
· Have Board members with financial expertise create a Fiscal Committee to provide oversight

	Lack of board involvement in program committees
	· Ask board to establish a board program committee
· Recruit new board members with program expertise and passion

	No clear definition or measures of what organizational success is
	· Define organizational success
· Gather data
· Conduct year-end evaluations

	Poor communication among programs
	· Integrate communication among all programs (e.g. CSBG, CEAP, WAP, Head Start)

	Lack of Success in TOP Program
	· Provide more comprehensive case management to have a greater impact on the client’s self-sufficiency
· Increase the array of services and assistance offered

	Outdated Software
	· Ensure software updates are installed in a timely basis and capture all required information
· Evaluate operating budget for resources to replace

	Staff’s lack Certifications
	· Select one staff person to become ROMA certified 

	Lack of Volunteers
	· Develop a workgroup of staff and volunteers and board members to develop a plan for how to recruit and utilize volunteers



	Example Opportunities
	Example options for taking advantage of opportunities

	Economy has improved
	· Expand fundraising efforts to corporations and individuals
· Seek funding from local organizations such as utility companies and local businesses
· Seek to establish relationships with employers to provide employment opportunities for clients

	Affordable Health Care Act
	· Assist clients in getting the health care they need by helping them obtain insurance during the open enrollment period

	New technologies
	· Use technology to conduct intake through e-mail or online forms with appropriate verification of identification
· Use technology to conduct appointments through confidential and secure video chat tools

	Partnership opportunities with non-profits, faith-based organizations, schools, local governments
	· Review input received in Community Needs Assessment (CNA) and determine who to partner with to address identified needs, particularly the top 5 needs

	Funding Opportunities
	· Apply for state, federal, local government, and private grants to increase programs and services
· Expend at a rate that lets you take advantage of other de-obligated funds made available later in the year (CEAP, WAP)
· Form a committee to develop an idea for a major annual fund raiser that brings attention to the organization and services. Examples are 5K race and community recognition dinner



	Example Threats
	Example options for overcoming threats

	Reduction in government funding sources
	· Expand fundraising efforts to corporations and individuals
· Seek funding from local organizations such as utility companies and local businesses

	Larger demographic shift in the low-income population in our service region
	· Reach out to the different low-income populations to make sure all of them have the same opportunity to access the organization’s services

	Lack of organizations providing emergency services for low- income
	· Contact organizations serving low-income persons and strategize how the need for emergency assistance can be addressed in a collaborative effort

	Lack of support for programs serving low-income persons
	· Educate elected officials and the community about the reality of life for low-income persons and the benefits of addressing their needs

	Greater mandates on the federal level such as CSBG Organizational Standards
	· Develop systems to quarterly assess if organization is meeting Organizational Standards
· Determine technical assistance and training needs and request assistance from TDHCA


[bookmark: _Toc533772692]Appendix 3.2: Stakeholder Interview Questions
· What has been your experience with our organization in terms of programs and services and interaction with staff?
· What do you think are our organization’s primary weaknesses or areas for improvement?
What do you think are the greatest challenges facing our organization?
· Are there any programs or services for which we should place more focus, or less focus?
Are there additional programs or services that we should offer?
Do you have any feedback that you want us to consider in our strategic planning work?

[bookmark: _Toc533772693]Appendix 4.1: Key Strategy Issues
· List the identified strategic issues for:
· Agency, such as; staff professional development or board development, resources, technology.
· Community, such as; res and 
· Families, using the domains; employment, education & cognitive development, income & asset building, housing, health & social behavioral development, civic engagement & community involvement. 
· For each ask:
· What makes it a strategic issue?
· What are the consequences of not addressing the issue?
· What are the benefits of addressing the issue?
· What steps are needed to address the issue?

[bookmark: _Toc533772694]Appendix 4.2: Key Strategy Issues Example
	Strategic Issue
	What Makes it a Strategic Issue?
	Consequences of Not Addressing Issue
	Benefits of Addressing Issue
	Steps to Address Issue

	Compliance With CSBG Organizational Standards
	· Federal Requirement to Comply With CSBG Organizational Standards
	· Possible Loss of CSBG Eligible Entity Status
· Inefficient Operations
	· Retain CSBG Eligible Entity Status
· Improved Organizational Systems
· Increased Accountability of Staff And Board
	· Assign Staff To Assess Compliance
· Conduct Assessment
· Develop Plan To Address Deficiencies

	Effective Program Outcomes
	· TDHCA Requirement
· ROMA
	· Monitoring Findings
· Stagnant Programs And Services
· Clients Not Receiving Optimal Services
	· Positive And Increased Outcomes For Clients
· Increased Diversity In Services Offered
· More Comprehensive Program Planning
	· Quarterly Program Evaluation
· Continual Improvement Of Program Services Based On Evaluation Results
· Seek Funding Opportunities To Expand Programs And Services


[bookmark: _Toc533772695]Appendix 4.3: A Strategic Goal, Objective and Strategy Example
	Goal
	
	Objective
	
	Strategy

	Improve Self-Sufficiency Program to achieve greater results for clients and the community
	
	The Self-Sufficiency Program will achieve a 40% success rate
	
	Provide intensive case management training to case managers to provide skills to achieve Self-Sufficiency Program goals and implement continual improvements to the program



[bookmark: _Toc533772696]Appendix 5.1: Measuring Goals Example
	 Goal
	Objective
	Strategy
	Output Measure
	Outcome Measure

	Improve Self-Sufficiency Program to achieve greater results for clients and the community
	The Self-Sufficiency Program will achieve a 40% success rate
	Provide intensive case management training to case managers to provide skills to achieve Self-Sufficiency Program goals and implement continual improvements to the program
	40 households will be provided case management to work towards achieving self-sufficiency
	16 out of 40 households, provided TOP case management will achieve self-sufficiency



[bookmark: _Toc533772697]Appendix 5.2: Logic Model for Planning and Evaluation
	Identified Need, Problem, or Situation
	Service or Strategy to address the need
	Outcome
General statement of results expected
	Indicator
Projected # expected to achieve the outcome divided by the projected # served
	Actual Results

Actual # achieving the outcome divided by the # served

After plan is implemented
	Measurement Tool
	Data Source
	Frequency of Data Collected and Reported, and to whom

	

	
	
	
	
	
	
	

	

	
	
	
	
	
	
	

	

	
	
	
	
	
	
	


[bookmark: _Toc533772698]Appendix 5.3: ROMA Implementation Checklist (O.S. 4.3)
	
ROMA Cycle
	
ROMA Action Item
	Participant Manual Module 
	Found in documents reviewed 
	Notes 
(expand as needed)

	




Assessment

	Review/revise current MISSION statement
	2, Part 1
	
	

	
	Review last community NEEDS assessment to determine priority needs 
· Ensure that needs identified are properly labeled as family, agency, and community levels
	2, Part 2
	
	




	
	Evaluate the available resources in your community to address any service gaps or find collaborators
	2, Part 2
	
	


	
	Evaluate current program services and determine effectiveness to meet needs (based on recent program performance). 
	2, Part 2
	
	


	







Planning
	For the top 3-5 needs identified in your most recent community needs assessment, begin to develop a logic model for each. Fill in as you complete the ROMA action items. 
	7
	
	


	
	Based on needs and program evaluation, identified during the assessment process, plan your measurable OUTCOMES to be achieved to meet the needs that are linked to the 6 NPI’s.
	3, Part 1
	
	



	
	Identify SERVICES and strategies to achieve outcome(s).  
	3, Part 2
	
	

	
	Determine OUTCOME INDICATORS 
	4
	
	

	
	Determine your projected success rates for each outcome indicator.
	5
	
	

	
	Develop a system to track services and outcomes. Determine what documentation will be collected to measure each outcome, staff responsible and how often data will be collected. (MEASUREMENT TOOL, DATA PROCESSES, and FREQUENCY)
	5
	
	




	
	Create or update agency Strategic and Community Action Plans to include outcomes, strategies and data collection information. 
	3, Part 1
	
	


	
Implementation
	Implement revised Community Action Plan
	4
	
	

	
	Determine frequency to monitor implementation of plan.
	4
	
	

	
	Determine the frequency for evaluating progress and report results to board.
	4
	
	


	Achievement of Results
	Measure your actual RESULTS for each outcome
	5
	
	

	
	Submit CSBG IS report data to the State Office, assuring accuracy and timeliness of submission.
	
	
	

	





Evaluation
	Analyze data; compare with performance targets/projected success rates determined during the planning phase.
	5
	
	

	
	Review the demographics of the population served. Identify if they have received single services, multiple services, or bundled services. Consider the connections among people, services, and outcomes. 
	4
	
	




	
	Make recommendations to the Board regarding action to be taken based on analysis.  
	
	
	

	
	Adjust performance goals as needed as evidenced by actual performance.   Continue strategies that achieve desired performance goals.  Revise or discontinue strategies that do not achieve desired performance. 
	5
	
	




	Reassessment
	Review all data from community and agency. 
Reevaluate the community needs assessment process, make changes (if needed) to ensure that later assessments follow the ROMA framework and guidelines.
	2, Part 2
	
	


	Planning
	Update Community Action Plan.
	3, part 2
	
	


2015 Developed in Partnership with the Oklahoma Department of Commerce and the National Association for State Community Service Programs ROMA Next Generation Center of Excellence; adapted to guide discussion about implementation of the full ROMA Cycle


[bookmark: _Toc533772699]Appendix 6: Write the Plan –State Requirements
	Area
	What To Include

	1) Executive Summary 
	Brief description of agency, service area, services and programs. Description of the purpose and goals of this plan.

	2) Introduction
	Process Description to include a timeline of steps and processes used to develop the plan.

	a) Strategic Plan Workgroup Role and Guidelines Used & Stakeholder Participation 
	Describe the involvement of stakeholders including staff, board, partners, and volunteers. Also, if a workgroup was assigned to oversee process, explain their role.

	b) Key Data from Community Needs Assessment Use in SP Process 
	Explain how the key data from the CNA was used to inform the strategies, goals, objectives, outputs and outcomes in the SP. NOTE: the ROMA Logic Model or similar form can be used to demonstrate the connection and for O.S. 6.4

	c) Customer Satisfaction Data and Customer Input Use in SP Process
	Provide a summary of customer satisfaction results, explain how results of customer satisfaction data and customer input were taken into account in the development of the SP. 

	d) Integrating ROMA and the SP 

	Explain how the full ROMA cycle was used in the development of the SP. NOTE: the ROMA Implementation Checklist is helpful in capturing all cycle components and for O.S. 4.3 when completely populated and reviewed by a NCRT or NCRI.

	3) Vision, Mission, Values of Organization
	Provide the revised or retained vision, mission, and values and explain the process used and who was involved.

	4) Summary of SWOT
	Provide the main findings from the SWOT analysis. Summarize the main resource documents used. Describe any strategies for changing a weakness into a strength and a threat into an opportunity. 

	5) Strategic issues identified
	Outline the goals, objectives, outputs and outcomes that comprise the actual strategic plan.

	a) Services or activities proposed that will address the Reduction of Poverty, Revitalization of Communities and address the Empowerment of Low-Income Persons to Become Self-Sufficient.
	A description of the services or activities proposed that will address these family, agency and community issues. Include the related CSBG Domain and the Level of Need to be addressed.

	6) Implementation
	Outline the steps that will be taken to implement the plan.

	7) Board Approval
	Provide a copy of the board approved plan and the minutes showing the approval was met by a quorum.
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Community Needs Assessment


Strategic Plan


Community Action Plan


Every 3 years


Every 5 years


Every year









Internal 
Strengths and Weaknesses


Factors


Stakeholders


Programs and Services


Outcome and Service Delivery Strategies


Customer Satisfaction and Input


Partnerships with Key Stakeholders and Sectors


Outreach Awareness and Advocacy Efforts


Human Resources, including systems and staff


Capital Resources and facilities


Funding and Budget


Data Collection and Information Technology


Tripartitie/Advisory Board


Leadership Team


Program managers


Human Resources


Finance and Accounting


Facilities Management


IT staff


Frontline staff









External 
Opportunities and Threats


Factors


Political 


Economic 


Social


Technological


Legal


Environmental


Stakeholders


Customers


Advisory groups


Key partners


Funders


TDHCA


PublicAgencies


Other Service Providers


Elected Officials


Faith Community


Private Sector
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