TOOLKIT






ACKNOWLEDGEMENTS

The Project Team would like to acknowledge several individuals and organizations for their significant
contributions to the Strategic Planning Tookit.

Special recognition is given to Carol Watkins, former Director of the OVC State Compensation and Assistance
Division, for identifying the need for strategic planning by VOCA agencies. Special thanks is also extended to
Christine Brooks Cropper of the Justice Grants Administration (JGA) Program within the Office of the Mayor of
the District of Columbia. Prior to her work at JGA, Ms. Brooks Cropper began this Project while at the OVC
Training and Technical Assistance Center, and helped develop and coordinate the initial Project strategy.

We are grateful to the Office of Strategic Planning and Budgeting (OSPB) within the Office of the
Governor of Arizona. The Arizona OSPB granted permission for the Project Team to use many valuable
resources from its 7998 Managing for Results Handbook. The groundwork provided by the OSPB, which
was adapted specifically for the victim assistance field for this Toolkit, is a significant contribution to the
overall value of this Toolkit.

The Project Team would also like to thank the crime victims, service providers, and allied professionals in
Colorado, Ohio, Oregon, Pennsylvania, and Vermont, whose participation in their own States’ strategic
planning processes are documented in “case studies” included in the Appendices of this Toolkit. The les-
sons learned from their experiences are highly instructive to other states and organizations that seek to
develop strategic plans in order to improve victim services.

Dr. Mario Gaboury deserves a special mention and gratitude for providing editing for a draft of the
Toolkit. The Project Team would also like to thank Kleimann Communication Group and Ampersand
Graphic Design for providing the final editing of the Toolkit and assembling its contents in the manner in
which they are presented.

Finally, the guidance provided by Emily C. Martin, OVC’s Director of Technical Assistance, Publications,
and Information Resources; Paula E.F. Younger, OVC TTAC project director; as well as Stanley L. Pryor
and Gayle O’Donnell from the OVC Training and Technical Assistance Center, contributed significantly
to the planning and development of this Toolkit.



PrROJECT TEAM AND CONTRIBUTORS

OVC Staff

Vanessa Alston
Program Specialist
State Compensation
and Assistance Division

Delano Foster

Program Specialist

State Compensation and
Assistance Division

Jeff Kerr

Program Specialist
State Compensation
and Assistance Division

Emily C. Martin
Director, OVC
Technical Assistance,
Publications, and
Information Resources

Linda Rost

Program Specialist
State Compensation
and Assistance Division

Toni Thomas

Division Director

State Compensation
and Assistance Division

Celestine Williams
Program Specialist
State Compensation
and Assistance Division

Peer Reviewer
Jim Whittington
Minneapolis, MN

Contributors
Sharon Boyer
Ohio VOCA Administrator

Dan Eddy

Executive Director,
National Association
of Crime Victims
Compensation Boards
Alexandria, VA

Constance Gallagher
Oregon Department
of Justice
Salem, OR

Carol Gordon
Colorado VOCA
Assistance Administrator

Carol Lavery
Pennsylvania Victim
Compensation
Administrator

Judy Rex
Vermont VOCA
Administrator

William Woodward
Principal Manager,
Woodward Associates
Boulder, CO

Core Project Team
Trudy Gregorie Beatty
Director, Justice Solutions
Washington, D.C.

Aurelia Sands Belle
Director, Justice Solutions
Washington, D.C.

Steve Derene

Director, National
Association of VOCA
Assistance Administrators
Madison, WI

Dr. Mario Gaboury
Associate Professor,
University of New Haven
West Haven, CT

Linda Maslowski
Project Consultant
Lincoln, NE

William McCoy
President,

The McCoy Company
Columbus, OH

OVC-TTAC STRATEGIC PLANNING TOOLKIT

Thomas Quinn
Quinn Consulting
Denver, CO

Anne Seymour
Director, Justice Solutions
Washington, D.C.

OVC TTAC Project Team
Johane Celestin

Project Liaison
Washington, DC

Gayle O’Donnell
Special Projects
Coordinator
Fairfax, VA

Stanley L. Pryor
Resource Delivery
Division Director
Fairfax, VA

Debbie Vegh
Aspen Systems Corporation
Rockville, MD

Paula E.F. Younger
Project Director
Fairfax, VA



TABLE OF CONTENTS

Introduction

What is StrategiC PlanNING?.......ccciieiie et e e s s e e e e e s s e e e e e e e aaen 1
Why should you create a strategiC Plan?.........cooo i 1
What is an overview of the strategic planning ProCeSS?......ccuuviveeviiiiiiieee s iiieeee e s ssreeeeee e aees 4
Who should use this TOOIKIT? ...t 4
How should you Use this TOOIKIT? .........oiieiiiiiii e 5
How should you navigate through this TOOIKIT? ..o 6

Section 1. Prepare: Getting your organization ready for strategic planning

Step 1. Developing a strategic planning groUP ........cccveiieeiiiiiiiiee e e e earree e e 1-2
Step 2. Finding out if your organization is ready for a strategic plan.............cccceviieennnen. 1-4
Step 3. Establishing common ground for strategic planning .........ccccocceeeeviieeeniiee e 1-10

Section 1. Tools

Stakeholders ANalysisS ChECKIIST ..........ccuuiiiie e e e s s enneeeee s T1-2
Client ANalysisS CRECKIIST .........o it e e et e e ree e e eneeeeeneee T1-4
Preplanning Readingss CRECKIIST............ciiiiiiiii e T1-6
Head Start’s Eight Multicultural Principles CheckIist ...........cccccoociiiiie i T1-7
Section 2. Assess: Determine where your organization is now

Step 1. Using structured methods to assess your organization ...........cccccecceeeeevieeeeiiiieeeneeen. 2-2
Step 2. Collecting and consolidating data about your organization ............cccccceevvcvvieeeeen. 2-6

Section 2.Tools

Organizational AssessmMeNt CHECKIST ..........cooiiiiiiie e T2-2
ConAUCtiNg 8 SWOT ANGIYSIS .....eieiiiiieiitiie ettt e s st e eee e e s sebeeeenees T2-4
Collecting archival data..............oooiiiiiiii e T2-13
(07011 L=Tox (] g Te [N =Y VAo - - SRR T2-19
CoNSOlIdAtiNg YOUTE QATA.......ccouuiieiiiiie ettt e e eb e e e nbe e e s snreeeeas T2-36

Section 3. Create: Determine where you want your organization to go

Step 1: Developing guiding StAEMENTS..........ccoiiiiiiiiee e 3-2
Step 2: Developing strategic goals and ObJECLIVES..........ccceviiiiiiiiec i 3-5
] (=] o IR HINT=] 1 ] aTo [l o] o] 1 A= PRSPPI 3-10
Step 4: Writing your StrategiC PIAN .........oooiiiiiiiee e 3-11
Section 3. Tools

Developing a Values StatemMENTt.........c.coviiiiiiei e e e e e e e ennees T3-2
Developing a Vision StateMENT .........c..oiiiiiieiiii ettt s a e aeeas T3-4
Developing a MiSSiON STAtEMENT..........cooiiiiiiiii e T3-6
Developing Clear Goals ChECKIIST ...........oocuiiiiie e T3-8
Developing Clear Objectives ChecKIiSt ...........cuoii i T3-10

e L0 1 YA =1 o = PR PPRPRRR T3-12



Section 4. Implement: Putting the plan into action

Step 1. Developing an action PIan ..........ovie i 4-2
Step 2. Addressing the resources you need to support actions..........cccceeceveevieeeeiiiieeeneeen. 4-8
Step 3. Obtaining funding fOr YOUr Plan...........ccccoiiiiiiiiie e 4-9
Section 4. Tools

Project Logic or the “Method of Rationales™..........c..ueviie i T4-2
Action Plan Development ACLION Grid..........ocuiiiiiiiiiiiiiie e T4-5
ACTION PlAN LITMIUS TEST ...eiiiiiiieiiiie ettt ettt e e e e e s nnb e e e snneee e T4-7
RESOUICE ACTION GFId ..coiiiiiieiiiii ettt ettt et e et e s sabae e e aneeas T4-8
Federal Grant FUNAING SOUFCES.......cciiuiiiaiiiie ettt ettt ettt e st e e e e e e sbe e e s snbaeaeanneeas T4-9
Checklist TOr Proposal WIITING .......c.eeiiiiiieeiiiii ettt T4-10
Section 5. Communicate: Marketing the strategic plan

Step 1. Assessing your stakeholders’ information needs............ccccooccivie i, 5-2
Step 2. Choosing an effective delivery method for communicating your strategic plan....5-3
Step 3. Creating a simple communication Plan............ccooceiiiiii e 5-7

Section 5. Tools

Stakeholders Needs TabIe...........ooo e T5-2
Delivery Method Determination Table ... T5-4
Delivery Method Determining Grid...........ceeiiiiiiiiiii e T5-5
Communication Plan Organizing Grid ...........ccciieeiiiiiiiiie e s e e e e e e snreeeee s T5-6

Section 6. Track: Determining how well the plan is working

Step 1. Deciding why you are conducting an evaluation..............ccccov i 6-3
Step 2. Identifying who will help with the evaluation.............cccccoviiiiiii e, 6-5
Step 3. Choosing your evaluation Strategy ..........eecuiciiiieeeiiiiieie e e sssieee e e e e e e e s snareeeeeeens 6-7
Step 4. Writing your evaluation Plan ...t 6-11
SEEP 5. CONECHING TATA ......vveeiiiiiieiiee ettt 6-13
Step 6. REPOITING FESUILS .....cceeeiieiee e e e e e s s st e e e e e et ae e e e e e s enrneeees 6-17
Section 6. Tools

Self-Evaluation Versus Outside Evaluation Assessment Questionnaire..........ccccccceovecvveeeen.. T6-2
Most Important Issues for Your Evaluation QUeStionNaire ...........cccocceeeviiiec e, T6-4
Evaluation Plan OUtliNING TOOI .......c..uiiiiiiiiiice et e e e e e e rrae e e e e T6-7
Tracking Document CheCKIIST ..o T6-9
Sample Tracking DOCUMENT ......cooiiiiiiiiiii et T6-9
R 101 o] (=I\Y, [ Ty ] T o B =T o o o A T6-13
GIOSSANY ...t e e e e e e e e e e e e e et e e e — e e e e pae e e anreeearaeeeannes G-1
Appendix A. Suggested reading list on strategic planning........ccccccceveieviiiiviie e A-1
Appendix B. Suggested Federal grant funding reSOUICES...........ccccvvvviveeeiiiieeesiieeessiee e B-1

Appendix C. Five state strategic planning initiatives: Highlights of
the strategiC PIANNING PrOCESS. ... ueiii ittt ettt et e st be e e e bee e e s abeeeesneeeas C-1

OVC-TTAC STRATEGIC PLANNING TOOLKIT



INTRODUCTION

WHAT IS
STRATEGIC
PLANNING?

WHY SHOULD
YOU CREATE A
STRATEGIC
PLAN?

A strategic plan is simply a tool to help your organization plan for
the future. Because it is strategic in scope, it helps you identify
where your organization is now and envision where you want it to
be in the future. Because it is a plan, it helps you take systematic
actions to bridge the “here-and-now”
and your vision of the future. Along the
way, it allows your organization to iden- @ disciplined effort
tify its strengths and weaknesses, to to produce funda-
articulate a shared vision, to establish mental decisions
goals, and to prepare plans to achieve

those goals in an effective and efficient h d quid
manner 2 shape and guide

Strategic planning is

and actions that

what an organiza-
So, why should your organization devel-

op a strategic plan? Ultimately, because
strategic planning will help you serve vic-
tims better. Strategic planning can with a focus on the
strengthen your organization now, future.t

secure your organization’s future, and

improve its performance throughout.3 It is a win-win situation—for
your organization and for the people you serve.

tion is, what it does,
and why it does it,

Organizations that have created strategic plans have seen many

benefits result—both in their ultimate plan and the process that

they took to create it. Some of the benefits to strategic planning4

are:

= It allows you to plan for change in increasingly complex envi-
ronments. Perhaps the one constant in the public and private
sectors today is the idea of change. Increasing demands for
services, shrinking resources, and greater expectations for serv-
ices all combine to form a dynamic environment. Strategic plan-
ning is proactive; organizations are encouraged to seek and
manage change instead of simply reacting to it.

= It is an essential managerial tool. Organizations are being
asked to achieve and improve outcomes each year. In many
cases, getting appropriate funding relies on improved out-



comes. In other words, every organization must now focus on making
their operations as efficient and effective as possible. Strategic planning
enables organizations to develop a system to institute continuous
improvement at all levels.

= It identifies organizational capabilities. When people think of strategic
planning, they tend to think of a solely future-oriented activity.
However, strategic planning also helps you focus on the here and now.
As you create your plan, you will spend time assessing where your
organization is right now. You will gain insight into how your organiza-
tion actually works, how others perceive it, and what its true strengths
and weaknesses are.

= It focuses your organization on the future. Strategic planning can also
help your organization determine the best direction for its future. It
involves a disciplined effort to help shape and guide what your organi-
zation becomes, what it does, and why it does it. Strategic planning
requires you to gather broad-scale information, explore alternatives, and
address the future implications of present decisions.”

= It promotes communication. Strategic planning brings together many
people with a common goal: to plan for an organization’s future. It
requires difficult discussions as different people will have different
visions for the future. Strategic planning facilitates better communica-
tion and participation, accommodates divergent interests and values,
and fosters orderly decision making.

= It is adaptable. Although strategic planning takes a long-range
approach, it also uses methods to determine progress and assess the
validity of the plan—keeping the planning flexible. A plan can be updat-
ed and adjusted to respond to changing circumstances and take advan-
tage of emerging opportunities. It sets targets for performance, incorpo-
rates ways to check progress, helps establish priorities, and provides
guidance for ongoing operational and capital plans and budgets.

= Itis essential for client support. Strategic planning determines the
things that an organization can do to address client expectations.
Service organizations all across the country have come to recognize that
they have both clients and stakeholders that they are accountable to.
The strategic planning process allows you to better identify your clients
and stakeholders and assess their needs and expectations.

= It is essential for funding support. Many funding sources require or
strongly encourage strategic planning in order to justify their continued
support through grants, contracts and other awards. This applies to both

OVC-TTAC STRATEGIC PLANNING TOOLKIT



private-sector and government funding sources. Some private founda-
tions and public funding sources either request or even require strategic
plans as part of their grant applications.

It is necessary: If you fail to plan, you plan to fail. State and local victim
service organizations face increasing challenges: they must constantly
manage complex and changing programs, work on limited resources,
and serve increasing numbers of clients with multiple needs. In an envi-
ronment like this, planning is a necessity.

[NTRODUCTION
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WHAT IS AN Strategic planning requires concentrated effort from a variety of
contributors over a period of time. The best way to understand the
OVERVIEW OF strategic process is to use a model. The following model shows the
THE STRATEGIC steps that your organization will go through as it develops a

PLANNING Sstrategic plan:

PROCESS?
— — - -
Prepare Assess Create Implement Communicate Evaluate
In this step, you In this step, you In this step, you In this step, you In this step, you In this step, you
form a planning assess where your  create a strategic create an action tell others— evaluate the
group and find organization is plan that includes  plan that will including staff, short-term and
out how ready right now—its a vision, mission, allow you to clients, communi-  long-term effec-
your organiza- strengths, weak- goals, and make your plana  ty partners, and tiveness of the
tion is for strate- nesses, opportu- objectives. reality. funding sources plan.
gic planning. nities, and —about your
threats plan

WHO This Strategic Planning Toolkit can benefit any victim services
SHOULD USE organization—at the state or local level—that wants to assess
where it wants to go in the future. When we refer to “your organi-
THIS  zation throughout the document, that term could mean a govern-
TOOLK[T? ment organization or a private one. It could also mean a group of
organizations who are planning a joint direction together.

Beginning any new program or instituting change is always a
stressful enterprise. Instead of simply jumping in blindly, it is much
more prudent to adopt a structure, and a plan. When an organiza-
tion decides to begin any new program, or even just alter an exist-
ing one, a strategic plan can help you ensure that your process is
successful.

Strategic planning provides a strict structure designed to walk any
organization through the process of researching, designing, imple-
menting, and evaluating a strategic plan. Creating a strategic plan
may not guarantee success in your new venture, but it greatly
enhances your chances of succeeding.

4 OVC-TTAC STRATEGIC PLANNING TOOLKIT



How
SHOULD YOU
USE THIS
ToorkiT?

This Strategic Planning Toolkit is intended to function as a guide
for you to use throughout the strategic planning process. The
Toolkit offers guidelines you can follow and tools and resources for
you to draw on at every step.

The Toolkit is organized to help you both learn about the planning
process and use the process. It is broken into six sections that corre-
spond to the six steps in strategic planning. Each section includes a

written description of that part of the process and a separate set of
tools and resources. All sections are designed to give you a focused

way to start strategic planning in your organization.

The Toolkit contains:

= Section 1. Prepare: Getting your organization ready for
strategic planning.

= Section 2. Assess: Determining where your organization is
now.

= Section 3. Create: Determining where you want your
organization to go.

= Section 4. Implement: Putting your plan into action.

= Section 5. Communicate: Marketing your Strategic Plan.

= Section 6. Track: Determining how well your plan is working.
= Appendix A: Suggested reading list on strategic planning.

= Appendix B: Suggested Federal grant funding resources.

= Appendix C: Five state strategic planning initiatives—Highlights
of the strategic planning process.

Additionally, each section is accompanied by a Tools section which
includes practical, hands-on activities for you to use in your strate-
gic planning process. There are worksheets, checklists, tables, and
sample documents for you to use or alter to suit your strategic
planning needs.

[NTRODUCTION 5



How Do Yyou
NAVIGATE
THROUGH
THIS
TooLkiT?

INTRODUCTION
ENDNOTES

You will be able to navigate through the six sections of the Toolkit
by simply looking at the numbers provided. Each section is broken
up into a series of steps, such as Step 1, and Step 2, and again into
sub-steps, like 1.1, 1.2.

Each of the six sections in the Toolkit has a tools portion that fol-
lows the basic text. The tools portion is organized according the
same steps included in the main section. Not every step in a section
has a corresponding tool and some steps have more than one tool.
For example, in the tools portion of Section 1, Assess, there are
two tools for Step 1. Developing a strategic planning group. One is
a Stakeholders Analysis Checklist and the other is a Client Analysis
Checklist.

1. Internet Nonprofit Center, 2003, “What is Strategic Planning?”” The
Nonprofit FAQ, www.nonprofits.org/npofag/03/22/html. See also J.M.
Bryson, 1995, Strategic Planning for Public and Nonprofit
Organizations: A Guide to Strengthening and Sustaining
Organizational Achievement, Revised edition, New York: Jossey-Bass.

2.  R.W. Griffin, 1990, Management, 3rd ed., Boston: Houghton Mifflin
Co.

3. See M. Allison, et al., 1997, Strategic Planning for Nonprofit
Organizations: A Practical Guide and Workbook, New York: John Wiley
and Sons, Inc.; B. Barry, 1997, Strategic Planning Workbook for
Nonprofit Organizations, Revised and Updated, Saint Paul: Amherst H.
Wilder Foundation; and A. Romney, 1996, ""Strategic Planning and
Needs Assessment," Fairfax, VA: National Community Education
Association, http://ericweb.tc.columbia.edu/admin_finance/
strategic/ch2.html

4  Arizona State Budget and Strategic Planning Advisory Committee,
1998, “Managing for Results - Strategic Planning and Performance
Measurement Handbook,” Office of Strategic Planning and Budgeting,
www.state.az.us/ospb/handbook.htm

5 Internet Nonprofit Center, 2003, “What is Strategic Planning?” The
Nonprofit FAQ, www.nonprofits.org/npofaqg/03/22/html
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SECTION 1. PREPARE

GETTING YOUR A strategic plan can move your organization in a different direc-

ORGANIZATION
READY

FOR STRATEGIC
PLANNING

WHAT 1S
IN THIS
SECTION?

tion; the results can be dynamic and positive. Still, the planning
process should not be taken lightly, because change is inherently
difficult. Before you start, you should prepare for what is ahead by
taking a critical look at your organization and asking: Is my organi-
zation ready to embark on the strategic planning process?

Every organization is fundamentally dif-
ferent; each will be at a different level of
readiness for a strategic plan, and each running when
will have different needs that should be  you‘’re not on the
addressed in the strategic planning right road?
process. When you prepare for your
strategic plan, you attempt to under-
stand how such a plan can work in your organization. By identify-
ing key players and setting the stage for the planning process, you
can obtain buy-in and build consensus about your strategic plan.
The short-term preparation work that you do will pay off for your
plan in the long run, increasing its ultimate chance for success.

What is the point in

—German Proverb

This section outlines the steps you need to take when you prepare
for your strategic planning process. We discuss:

STEP 1. DEVELOPING A STRATEGIC PLANNING GROUP

STEP 2. FINDING OUT IF YOUR ORGANIZATION IS
READY FOR A STRATEGIC PLAN

STEP 3. ESTABLISHING COMMON GROUND FOR
STRATEGIC PLANNING

1-1



STEP 1.

DEVELOPING A STRATEGIC PLANNING GROUP

The first step in preparing for your strategic plan is to put together a plan-
ning group. Your planning group can be formal or informal. Sometimes a
strategic planning group is a formal team chartered to create the plan
together. Other times, there is a core team of decision-makers and a loose
affiliation with other players who contribute feedback throughout the
process. The bottom line is to think critically about who can and should con-
tribute to your strategic plan, and to get them involved early in the process.

You may not immediately know who to include in your planning group. A
comprehensive strategic planning process requires significant input from
both clients and stakeholders. Clients and stakeholders can contribute a
great deal to your planning process — as contributors, advisors, reviewers,
subject-matter experts, or even as financial backers.

Your clients and stakeholders are the people or groups who use your organi-
zation's services or are affected by your organization’s actions. Identifying
both your clients and your stakeholders will help you assess the current envi-
ronment of your organization by giving you an understanding of who will
be affected by your plan or want to contribute input.

A client is anyone whose best interests are served by your organization, or
who receives or uses your organization’s resources or services. Organizations
may have many different clients. You can have internal clients (such as units
or employees in your organization) and external clients (such as crime vic-
tims, allied service providers, or community members).

A stakeholder is any person or group with a vested interest in your organi-
zation; or who can expect a certain level of performance or compliance from
your organization. Organizations may have many different stakeholders.
Stakeholders may not necessarily use the resources or receive the services of
a program; they may be advocates of the program or other community
members who are affected by the program.

As you develop your planning group, you will want to think about including
people both internal and external to your organization. Your strategic plan-
ning group should be representative of key organization decision-makers,
but it should also rely on significant contributions from your stakeholders
(including community members or other partner groups) and even your
clients. You should ensure that your planning process allows you to get
feedback from a representative cross-section of people who are invested in
your organization.

12 OVC-TTAC STRATEGIC PLANNING TOOLKIT



You might worry that bringing together the opinions and thoughts of so
many different people will make the planning process more difficult. Though
it may be harder to achieve consensus among a wide range of people with
different insights and interests, having such a range of input will greatly
benefit your plan. When people contribute valuable insights and data to the
strategic planning process, they are often more receptive to the final plan.
They will be naturally interested and encouraged to see the outcomes of
their contributions.

TooLs FOR SECTION 1, STEP 1 includes more detail regarding
the client and stakeholder identification process. This section
has two checklists — a Stakeholder Analysis Checklist and a
Client Analysis Checklist. These checklists help you identify
your stakeholders and clients, and give guidance on how to
elicit and incorporate feedback from them.

PREPARE / SECTION 1 1-3



STEP 2:

FINDING OUT IF YOUR ORGANIZATION IS READY
FOR A STRATEGIC PLAN

Once you have a planning group in place, you will be ready to determine
your organization’s readiness to plan. How well you analyze the conditions
under which strategic planning will take place can mean the difference
between your plan succeeding or failing. Assessing readiness can help identi-
fy issues that may impede the process, opportunities for strengthening it,
and potential allies or supporters who will help move the planning process
forward.

To find out if your organization is ready for strategic planning you should:
= Conduct a systematic assessment of your organization’s readiness to
plan.

= Anticipate and prepare for the challenges of strategic planning.

2.1 CONDUCT A SYSTEMATIC ASSESSMENT OF YOUR
ORGANIZATION’S READINESS TO PLAN

How do you determine if an organization is ready to plan? Like most ven-
tures, strategic planning processes require a certain degree of readiness in
order to succeed. States, organizations, and individuals must be prepared to
make sure that the planning process will provide the maximum benefit. It is
important to recognize that conditions only need to be conducive—not per-
fect—for planning to be successful. Planning takes time, coordination,
expertise, objectivity and preparation. By making sure that your organiza-
tion is ready to invest these resources in the process, you will better ensure
your plan’s success. Additionally, if you find out that your organization is not
ready to plan, your group can stop and try to fix the situation before pro-
ceeding with the strategic planning process.

Therefore, it is important to frankly and honestly gauge your organization’s
readiness to pursue a strategic planning process. There is no standard proce-
dure or protocol for conducting a preliminary readiness assessment. There
are, however, some publications and authors that provide guidance about
how to determine an organization’s readiness to plan.

TooLs FOR SECTION 1, STEP 2.1 includes a Pre-Planning
Readiness Checklist. This short checklist gives you “big pic-
ture” concepts to think about as you decide whether to start
the strategic planning process.

1-4  OVC-TTAC STRATEGIC PLANNING TOOLKIT



2.2 ANTICIPATE AND PREPARE FOR CHALLENGES
TO STRATEGIC PLANNING

The very process of strategic planning can be challenging and time-consum-
ing. Often, the potential challenges to strategic planning are viewed as
excuses to simply not plan. However, many of these challenges to strategic
planning are quite common. By understanding these challenges in advance,
you can be ready to address them effectively so that your strategic plan stays
on track.

Challenges and solutions in strategic planning

The following ten challenges to strategic planning are based upon the expe-
riences of states and jurisdictions that have successfully implemented strate-
gic planning for victim services.

Challenge

Challenge 1.
Misunderstanding:
“All we have to do
is just write down
the things that we
want to do over
the next couple of
years. Why do we
actually need a
strategic plan?”

Challenge 2.
Training: “l don't
need anyone to
show me how to
write down goals
and objectives. I've
done this stuff for
years."”

Why does it happen?

Sometimes VOCA administrators,
agency directors, and board mem-
bers do not have a clear under-
standing of what strategic planning
means. They are not informed or
convinced about the purpose and
benefits of developing such a plan.
To many, the term “strategic plan-
ning” itself can be intimidating.
They do not know how to begin
the process so they stay away from
it.

Many victim assistance organizations
are grassroots programs with leaders
who may have a passion for what
they are doing, but have little or no
formal training in how to accom-
plish it. The concept of “planning” is
difficult to comprehend when there
appears to be limited time and
resources for providing direct victim
services. Without training and tech-
nical assistance or a basic under-
standing of strategic planning, many
potential participants will not be
interested in joining a process that
should be inclusive.

How can you solve it?

Solution: First, thinking patterns
must be changed. Participants must
learn—and “buy in” to—the value
of planning. Done correctly, it looks
not only at where they want the
states, local jurisdictions, or organi-
zations to go, but will examine
where they are and even where
they have come from. Strategic
planning is the “road map with a
commonly agreed upon destina-
tion” to help create a set of goals
based upon a sound mission and
shared values.

Solution: The Strategic Planning
Toolkit has been designed in a man-
ner to facilitate both training and
technical assistance about the
strategic planning process. States,
local jurisdictions and organizations
can utilize its many components—
as well as technical assistance avail-
able from OVC's Training and
Technical Assistance Center’s
(TTAC's) strategic planning consult-
ants—to guide strategic planning
initiatives or to receive training
about strategic planning processes.

PREPARE / SECTION 1 1-5



Challenge

Challenge 3.
Commitment: “I
think strategic
planning is fine, as
long as someone
else has the time
and resources to
do it.”

Challenge 4.

Funding Resources:

“We simply don't
have it in the
budget. We have
to raise money for
services and noth-
ing else! We have
to watch the bot-
tom line!”

1-6

Why does it happen?

Strategic planning requires time as
well as human and financial
resources. Many VOCA administra-
tors and agency directors feel that
they do not have the time to invest
in this significant effort while com-
pleting their day-to-day require-
ments for basic program manage-
ment and victim assistance.

The strategic planning process can
be costly in terms of time and
human resources. Project sponsors
must develop a budget and a time-
task-cost plan that clearly delin-
eates both costs and funding priori-
ties when there are limited dollars
available.

OVC-TTAC STRATEGIC PLANNING TOOLKIT

How can you solve it?

Solution: In order to be most effec-
tive, the planning process has to be
viewed holistically, with each partic-
ipant identifying some value or pos-
itive outcome resulting from his or
her participation. The final plan
should yield useful results not only
for the strategic planning sponsors,
but for all states, organizations,
and individuals who contribute to
its success. Ideally, the planning
process will be integrated into the
organization’s operations on an
ongoing basis.

It's helpful to find a person or a
team of persons—the change
agent(s)—who will drive the overall
project. These are people who are
well respected and committed to
seeing this project to its conclusion.
They have the enthusiasm to moti-
vate participants and are commit-
ted to being inclusive.

Solution: Yes, planning can be cost-
ly, but not as costly as time wasted
on unfocused activities that do not
advance the mission of the organi-
zation. Further, lack of resources
should never be an excuse not to
plan, given the situation.

The Determining resources portion
of Section 4: Implement, of this
Toolkit contains valuable informa-
tion about resources for supporting
a strategic planning initiative. Many
funding sources see the value of
strategic planning and are encour-
aging (and even requiring) agencies
to undertake the process. In addi-
tion, local resources such as universi-
ties and United Way programs can
support strategic planning initia-
tives. Sometimes, professors are will-
ing to use this initiative as a class
project or a graduate level individual
activity.



Challenge

Challenge 5. Buy-
In: “I'm not sure
we need to do this,
but if others feel so
strongly about it,
go ahead.”

Challenge 6. Lone
Ranger Approach:
“It's her duty as
director to come
up with the plan.
We'll review it and
decide if it is the
way that we want
to go. We can help
if she needs
anything.”

Challenge 7.
Denial: “I'm OK,
you're OK.” “If it
ain't broke, don't
fix it!"

Why does it happen?

It is imperative that the leadership
of an organization agrees to under-
go this process. Mere verbal assent
is not enough. “Buy-in” involves
everyone’s time, talents and
resources.

Strategic planning is frequently
assigned to the Executive Director
to carry out. However, good plan-
ning involves the collaborative
commitment and participation of
everyone.1

Good planning means looking at
oneself and the agency critically.
Planners have to sit and listen to
the truth, no matter how painful,
and accept it as beneficial to “the
big picture.”

How can you solve it?

Solution: Potential participants
need to see how beneficial the
strategic planning process and
potential outcomes are. One way to
overcome this type of thinking is to
ascertain what the needs are of
those who are slow to come
aboard, and use these needs as a
“jump start.” However, it is impor-
tant to draw parallels that demon-
strate how their needs or concerns
impact other segments of the sys-
tem. The idea here is to avoid any
undermining, while building a
stronger working team.

Solution: If everyone participates,
then individuals are less likely to
attribute the blame to others for
problems with the plan. In addition,
working as a group can help
increase objectivity and focus the
plan, which otherwise might get
bogged down in personalities and
politics.

Solution: The goal of a good strate-
gic plan is to remedy some of the
problems the agency or jurisdiction
is facing in developing and/or
implementing its mission, vision,
goals, and objectives. It is not
designed to “sugar coat” the truth.
Sometimes it is good to take a hard
look at what has been and is cur-
rently being done. If it is right, the
plan will confirm it.
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Challenge

Challenge 8. Time:
“I've checked my
calendar and | am
available on my
lunch hour on
Thursday and for
two hours on
Friday afternoon. If
the rest of the
board will make a
similar commit-
ment, we can
knock this thing
out quickly!"”

Challenge 9.
Getting Pertinent
Players to the
Table:

“| realize victim
services is impor-
tant, but | don't
think the Chief will
let me give any
more time."”

“l have a heavy
trial calendar and |
can't devote any
more time to this.”

“"Unfortunately,
running a major
corporation keeps
me really busy.
Maybe my secre-
tary can sit in on
some of the
meetings.”

Why does it happen?

Strategic planning is seen as a long
and complicated process. There is
immense pressure to maintain serv-
ices and generate funds. Many
VOCA administrators, agency direc-
tors, and their board members feel
they simply cannot take on any-
thing else.

It can be challenging, at best, to
get all of the stakeholders to the
table to map out a blueprint for
the state’s, organization’s, or juris-
diction’s programmatic direction.
People who serve on nonprofit
boards are often very busy and
over-committed, and VOCA admin-
istrators and allied professionals are
under their own occupational time
and resource constraints. The “tra-
ditional players” in victim services
do not always reflect the cultural,
gender, and geographic diversity
that is required for success.

OVC-TTAC STRATEGIC PLANNING TOOLKIT

How can you solve it?

Solution: You cannot develop a
strategic plan overnight. A well-
managed organization builds
strategic planning into its normal
operations in an ongoing manner.
Strategic planning and implementa-
tion requires a lot of time and ener-
gy. Although the demand for plan-
ning can appear overwhelming in
light of the day-to-day operations
of programs whose staff are need-
ed for the planning process, states,
organizations, and individuals must
be made aware that the benefits
can outweigh the time challenge.

Solution: A “time-task-responsibility
plan” can help determine whose
input is needed at what point in
the strategic planning process (a
sample is included in Section 2,
Assess, Tools). While core strategic
planning team members should
clearly understand what is required
of them in terms of time, the multi-
tude of people who will contribute
to the planning process should be
asked to get involved with clear
expectations, as well as time com-
mitments, provided. Ongoing
efforts should be made to ensure
that cultural competence is
achieved in terms of planning team
leadership and participation
throughout the planning process.



Challenge

Challenge 10.
Finding the Right
Consultant: “No
one out there
understands what
we're going
through.”

Why does it happen?

Admittedly, it can be difficult to
locate consultants who have some
knowledge about the victim service
field, but they are out there. Many
consultants have experience in
strategic plan development and
implementation, as well as other
skills, and can offer “process
expertise” to complement the vic-
tim assistance expertise among
strategic planning team members.

How can you solve it?

Solution: You can use consultants
who have a good working knowl-
edge of the field of victim assis-
tance. Since a number of states
have developed strategic plans for
victim assistance, solid references
for consultants to guide the process
are readily available. In addition,
technical assistance for strategic
planning is available for VOCA
administrators and grantees from
the OVC Training and Technical
Assistance Center (866-OVC-TTACQ).
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STEP 3.

ESTABLISHING COMMON GROUND
FOR STRATEGIC PLANNING?

Finding common ground for your strategic planning process is critical to the
ultimate success of your plan. Your planning group and your organization
need to start from a common frame of reference. By making sure that
everyone is on the same page, you can better create a strategic plan that
meets everyone's expectations. At the same time, you can ensure that your
planning process has a set of common ground rules so that people interact
respectfully and productively.

Whether you are engaging in a state-wide strategic planning process or a
local level process, a wide range of stakeholders will be involved. Each par-
ticipant comes with his or her personal and organizational history, perspec-
tives, experiences, successes, and visions. “Turf” issues are often cited as a
major hurdle in working cooperatively: programs and/or administrators
often seem reluctant to share information, resources, or ideas. Establishing
the “common ground” shared by participants leads to group appreciation of
the strengths brought by each member, a valuing of their potential contri-
butions, and an understanding of the needs and wishes of all involved: an
important first step to countering “turf-ism.”

There are planning practice techniques designed to help groups of diverse
organizations or departments come together to form cooperative, effective,
and dynamic entities. From these entities—that must be founded on com-
mon ground—you can enhance the “bottom line” of your plan—be it prof-
its or services. The practices and techniques may have different design for-
mats, but they share key commonalities that have proved very effective.

Whether working with a small internal group or one that is very large, com-
plex and diverse, there are key principles that can help you create the final,
cooperative environment needed for action. You may choose to engage a
trained facilitator to lead a process designed specifically for this purpose or
you may develop your own methods. Either way, the key principles below
offer significant insights into promoting an environment for cooperation
and change.

Two important ways to help develop common ground are to:
= Establish a foundation of trust and cooperation in your planning group,
and,

= Ensure that there is cultural competence in your planning group.
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3.1 ESTABLISH A FOUNDATION OF TRUST AND COOPERATION
AMONG YOUR PLANNING GROUP

For your plan to be a success, you must have an effective team. But creating

an effective team is about more than inviting the right people. It is also

about creating a productive and positive atmosphere where change can

happen.3

= Establish a “strengths-based” approach. In any process, you will find ele-
ments that are working. Identify those elements and capitalize on them.
When we think of Strategic Planning, we often tend to focus on the
weaknesses: “needs,” “gaps,” “deficiencies,” “frustrations,” “breaks in
services,” “funding declines,” etc. What we sometimes fail to consider
are the past and present practices that are working, supporting, and
enhancing services for victims. As you work in your planning group,
focus on how you can expand on what is working. Additionally, find
avenues for each participant or organization to enhance their contribu-
tions to the process.

= Develop relationships: the key to change. You should recognize and
value what each participant and organization brings to the table. Ask
questions to get people talking about what they believe is important in
the planning process. Set up activities that require inter-agency work.
And above all, remember that developing relationships among key
stakeholders is critical to the success of your ultimate plan.

= Promote mutual sharing and learning among stakeholders. Everyone at
the table has something to offer. The more diverse the group, the richer
the opportunities to learn from each other.

= Appreciate and apply lessons from past successes. Keep track of
changes, developments, and new practices, both positive and negative.
Your planning group should take what is working, improve it, and apply
it to new endeavors. Planning groups that create a historical timeline
that represents a shared history develop an understanding of each other.
They also tend to respect and value each other when they see what they
have accomplished together through often difficult circumstances.

= Develop a shared vision for the future. Determine the ideal scenario and
then work together to identify ways to get there. Have participants
think about 5 to 10 years in the future. What would be the ideal situa-
tion, and, most importantly, how would they get there? You can use fun
strategies including skits, songs, developing book titles and chapter
headings that describe the process, and having “60-minutes-type”
interviews.
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= Gather together a diverse group where each person makes valuable
contributions: participatory change models. Diversity includes not only
gender and ethnicity, but also job responsibilities, personal styles, and
wide-ranging stakeholder groups. One model for large group strategic
planning states that if you don’t have some people at the table who
make you uncomfortable, you probably haven't included all the stake-
holders who should be there. Inclusion in the process leads to “buy-in"
and action.

= Avoid a problem-solving process. Even though “needs” are identified,
strategic planning should involve looking for creative strategies to try,
not re-hashing the reasons for failure in the past. Focusing on problems
gives the process a negativity that can pervade and undermine the
work.

= Recognize that language is important. Use positive, upbeat language.
Instead of saying “It won't work,” say “Let’s try.” “Challenges” feel like
they are more easily overcome than “barriers.” It sounds simple, but
negative language can be intentionally (although maybe subconsciously)
used to sabotage some actions. Unintentionally using negative language
can support an environment counterproductive to change.

3.2 ENSURE THAT THERE IS CULTURAL COMPETENCE IN YOUR
STRATEGIC PLANNING

When you work on your strategic plan, you need to focus on inclusivity—or
recognizing and valuing the diversity, backgrounds, experiences, and assets
of crime victims and those who serve them. Inclusion is integral to and nec-
essary for the success of strategic planning.4

The National Institute of Justice, Pickett Institute defines cultural compe-
tence as “a set of congruent behaviors, attitudes, beliefs, and policies that
come together in a system, agency, organization, or individual that enables
it to work effectively in cross-cultural situations.” To better understand
where you are in the process of becoming more culturally competent, it is
useful to think of the possible ways you can respond to cultural differences
from an organizational standpoint.

The Pickett Institute identifies six points along a developmental continuum
and the characteristics that might be exhibited at each position. Each stage
progressively builds on the former one and requires the participating organ-
ization to assess the biases, prejudices, and assumptions it makes about peo-
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ple who are different. A more personal examination requires individuals to
look at how they can provide support and direction and help improve the
way their organization deals with employees and volunteers. The points on
the continuum also help participating organizations develop and implement
policies, procedures, systems and practices to break the barriers that hinder

cross-cultural understanding and communication.”

1. Cultural Destructiveness. Organizations representing the first develop-
mental stage adopt attitudes, policies, and practices that are destructive
to cultures and, consequently, to the individuals in the culture.

2. Cultural Incapacity. While the system or organization in developmental
level two does not intentionally seek to be culturally destructive, it lacks
the capacity to help minority clients or communities. Some examples
would be maintaining discriminatory hiring practices, sending subtle
messages to people of minority status that they are not valued or wel-
come, and espousing lower expectations of minority clients.

3. Cultural Blindness. At the midpoint of the continuum, the system and its
agencies in developmental level three provide services with the
expressed philosophy of being unbiased, and feel that color or culture
makes no difference. They believe that helping approaches traditionally
used by the dominant culture are universally applicable. Such services
ignore cultural strengths, encourage assimilation, and blame victims for
their problems.

4. Cultural Pre-competence. The pre-competent organization at develop-
mental level four realizes its weakness in serving certain cultural groups
and attempts to improve some aspects of their services to a specific pop-
ulation. The danger at this stage is that an organization may take on a
false sense of accomplishment by feeling that by fulfilling one major
goal, it has met its obligation to a particular cultural group. Another
danger is tokenism. Hiring minority staff does not ensure that services
will be more accessible, staff will be more sensitive, and the needs of the
targeted cultural groups have been fully met.

5. Cultural Competence. Culturally competent organizations reflecting
developmental level five are characterized by acceptance and respect for
difference. They continue self-assessment regarding different cultures,
pay careful attention to the dynamics of difference, continuously expand
cultural knowledge and resources, and adapt service models to meet the
changing needs of various cultural groups. They also hire unbiased
employees and volunteers, and seek advice from and the involvement of
various cultural groups to improve services.
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6. Cultural Proficiency. The developmental level six organization holds cul-
ture in high esteem. It supports and/or conducts research and develops
new approaches to serving different cultural groups, supports or pub-
lishes the results of demonstration projects, and hires staff members
who are specialists in culturally competent practice.

Organizations that have successfully developed and implemented strategic
plans emphasize the importance of ensuring cultural competence in the
client/stakeholder identification process. Ensuring cultural competence
requires that, as part of the process, the organization seeks and incorporates
input and opinions from individuals and groups that are diverse by culture
and ethnicity (and also by gender, geography, disability, and life experi-
ences). Strategic planning efforts should always try to reflect the clients ulti-
mately served, as well those who are underserved and unserved (often due
to cultural marginalization). This may mean understanding and including
groups of people more representative of all clients and stakeholders.

TooLs FOR SECTION 1, STEP 3.2, “What principles can you use
to ensure cultural competence?” discusses cultural compe-
tence in more detail. It includes a definition of cultural com-
petence in terms of selecting clients and stakeholders. It also
includes principles to follow to ensure cultural competence.

3.3 APPLY CULTURAL COMPETENCE TO STRATEGIC PLANNING

In order to develop a planning process and a strategic plan that are cultural-
ly competent, strategic planning team members must consider how cultural
competence affects the representation in your organization, the assistance
your organization provides, and organization members’ own feelings.

Cultural competence and how it affects the representation in

your organization

The level of cultural competence you achieve can affect:

= How well diverse cultures and a wide range of points of view are repre-
sented in strategic planning initiatives (i.e. on planning teams, advisory
boards, research, data collection and outreach efforts, and through pub-
lic education initiatives, etc.)

= How programs are planned, implemented, and developed with respect
to cultural diversity.

= Research about the impact of victimization, particularly any differences
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in how victims of various cultures are affected by crime, trauma, and
their treatment by justice processes and personnel and victim service
providers.

How you develop staff performance measures and program evaluation
criteria.

The need for participants in the strategic planning process to feel vali-
dated, safe, and respected, regardless of their culture, ethnicity, gender,
geography, or disability.

How you plan to address the rights and needs of victims who have physi-
cal or mental disabilities, and how you would plan to include representa-
tives in planning efforts who can address important participation and
outreach issues (i.e., compliance with the Americans With Disabilities Act,
interpreters for the deaf, outreach resources in Braille, etc.).

Cultural competence and how it affects the assistance your
organization provides
The level of cultural competence you achieve can affect:

How crime victims of diverse cultures are viewed and treated by the jus-
tice system and allied professional agencies and organizations.

How crime victims perceive their treatment, by collecting relevant data
throughout the planning process to document their treatment and per-
ceptions.

Outreach and dissemination efforts that engage and involve representa-
tives from culturally diverse communities as paid staff, partners, volun-
teers, liaisons, and other important linkages to crime victims and allied
professionals.

How criminal and juvenile justice, victim service providers, and allied pro-
fessionals are trained to identify and address the needs and concerns of
diverse cultures.

The need for language interpreters to facilitate strategic planning
processes, as well as basic implementation of victims' rights throughout
the justice system, provision of system- and community-based victim serv-
ices, and victim and community outreach.

The need to provide victim information and outreach resources in the
languages of the various cultures in your community (in print, audio,
video and Web-based formats).

How you ultimately develop a strategic plan that must incorporate and
address the needs of all victims of crime and those who serve them.®
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Cultural competence and how it affects organization
members’ feelings
The level of cultural competence you achieve can affect:

ENDNOTES

—_

Strategic planning team members’ or program members’ own
feelings, perspectives, and possible biases that relate to strate-
gic planning, collaboration, and the overall provision of victim
services.

How you combat tokenism. Your focus on culturally diverse rep-
resentation in strategic planning initiatives should be driven by
a desire for the best possible plan and outcomes, not a need to
achieve "bonus points” for diversity. If you do not recognize
and respect the contributions of diverse populations, they will
not have the positive impact that you need for real success.
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Competency, Washington, D.C.: U.S. Department of Justice, National
Institute of Justice.

Office for Victims of Crime Training and Technical Assistance Center,
2003, Strategic Planning Training-of-Planners Conference, Baltimore,
MD: Office for Victims of Crime, Training and Technical Assistance
Center.

OVC-TTAC STRATEGIC PLANNING TOOLKIT


http:appreciativeinquiry.cwru.edu
http:www.futuresearch.net

WHAT 1S
IN THIS
SECTION?

TOOLS FOR SECTION 1: PREPARE

This section contains tools you could use when you prepare your
organization for strategic planning. These tools apply to:

STEP 1. DEVELOPING A STRATEGIC PLANNING GROUP

= Stakeholders Analysis Checklist
= Client Analysis Checklist

STEP 2. FINDING OUT IF YOUR ORGANIZATION
IS READY FOR A STRATEGIC PLAN

= Preplanning Readiness Checklist

STEP 3. ESTABLISHING COMMON GROUND
FOR STRATEGIC PLANNING

= Head Start’s Eight Multicultural Principles Checklist



STEP 1: DEVELOPING A STRATEGIC PLANNING GROUP

1.1 CLIENT/STAKEHOLDER IDENTIFICATION AND
INCORPORATION PROCESS

We have included two checklists to help you fully identify your clients and
stakeholders so that you can incorporate their views into your strategic plan.

Stakeholders' Analysis Checklist

Step 1: Identify who your stakeholders are
List all the primary stakeholders.

List all the secondary stakeholders.

List all the external stakeholders.

Identify all potential supporters and opponents of your project.
Identify your key stakeholders.

Identify the interests of vulnerable groups (e.g. the poor).

Rank all your stakeholders in importance to your project.

Note any new primary or secondary stakeholders that are likely to

emerge as a result of the project.

Step 2. Identify stakeholder interests
List the individual interests of each stakeholder. (Try to be objective and
look for covert interests as well as obvious ones.)

Record the stakeholders’ expectations of the project.
Catalog likely benefits for the stakeholder.

Determine resources the stakeholder will wish to commit (or avoid com-
mitting) to the project.

Discover other interests the stakeholder has which may conflict with the
project.

Identify how the stakeholder regards others on the list.
Step 3. Assess the impact of your project on each stakeholder

Assess the impact of your project on each stakeholder - is it positive,
negative, neutral or unknown?

List which stakeholder interests converge most closely with project
objectives.
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Step 4. Assess the influence of each stakeholder on your strategic plan
Identify clearly who can influence your project.

Know where command and control rests in relation to budget;
in relation to clinical matters.

Identify leaders/champions.

Record who controls strategic resources. Will they commit these to your
project?

Catalog who has specialist knowledge crucial to your project. Will they
support you?

Determine who occupies a strong negotiating position in relation to
other stakeholders.

Step 5. Assess the level of stakeholder participation your plan will have
Decide which stakeholders you must involve as partners.

Evaluate which stakeholders need to be consulted with but who may not
wish to be active in the program.

Establish which stakeholders you need to keep informed only.
Step 6. Find out what your stakeholders think and want
Use the following tools (described in detail in Section 2, Assess, Tools) to col-

lect this information:
Written or telephone surveys.

Focus groups.
User groups.
One-on-one interviews.
Client assessment surveys.
Client advisory committees or working groups.
Public hearings and meetings.
The Affinity Diagram process.
Step 7. Incorporate stakeholder feedback.

Use stakeholder feedback to:
Further build your strategic planning group.

Address problems that you identify in the strategic plan.

Communicate more effectively with them about the strategic planning
process. (Please see Section 5, Communicate, for more details.)
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Clients Analysis Checklist

Step 1. Identify who your clients are
List all groups of people who receive or use the resources and services
produced by your organization.

Record any new primary or secondary clients likely to emerge as a result
of the project.

Rank all your stakeholders in importance to your project.
Step 2. Identify client Interests

Decide what clients need from your programs.

Record what they want and expect.

Determine what other options clients have when obtaining similar
resources or services.

Identify the interests of vulnerable groups (e.g. the poor).

Establish who should receive or use such resources and services, but are
not adequately represented.

List the clients’ expectations of the project.
Identify likely benefits for the clients.
Step 3. Assess the impact of your project on each client group

Assess the impact of your project on each client group — is it positive,
negative, neutral or unknown?

Decide which client group interests converge most closely with project
objectives.

Step 4. Assess the level of client participation your plan will have
Determine which clients you must involve as partners.
Establish which clients need to be consulted with but who may not wish

to be active in the program.

Step 5. Find out what your clients think and want
Use the following tools (described in detail in Section 2, Assess, Tools) to
collect this information:

Written or telephone surveys.

Focus groups.

User groups.

T1-4 OVC-TTAC STRATEGIC PLANNING TOOLKIT



One-on-one interviews.
Client assessment surveys.
Client advisory committees or working groups.
Public hearings and meetings.
The Affinity Diagram process.
Step 6. Incorporate client feedback.

Use client feedback to:
Further build your strategic planning group.

Address problems that you identify in the strategic plan.

Communicate more effectively with them about the strategic planning
process. (Please see Section 5, Communicate, for more details.)
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STEP 2. FINDING OUT IF YOUR ORGANIZATION IS READY
FOR A STRATEGIC PLAN

2.1 CONDUCT A SYSTEMATIC ASSESSMENT OF YOUR
ORGANIZATION’S READINESS TO PLAN

Pre-Planning Readiness Checklist
The Alliance on Nonprofit Management (ANA) has developed a short check-
list to help you assess your organization’s readiness to plan. You can review

and address the following elements or conditions before you commit to
strategic planning.2

ANA Pre-Planning Readiness Checklist

[—A commitment of active and involved leadership, with continuous
leadership engaged throughout the planning process.

[—A resolution of major crises that may interfere with long-range
thinking during the process, commitment to the plan, and
participation in the planning process (e.g., insufficient funds for
next payroll, etc).

[Bloard and staff that are not embroiled in extreme, destructive
conflict.

[Board and staff who understand the purpose of planning and
what it can or cannot accomplish, as well as consensus about
expectations.

[—dommitment of resources to adequately assess current programs
and the ability to meet current and future client needs.

[—Willingness to question the status quo and to look at new

approaches to perform and evaluate the business of the
organization.
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STEP 3: ESTABLISHING COMMON GROUND
FOR STRATEGIC PLANNING

3.2 ENSURE THAT THERE IS CULTURAL COMPETENCE IN YOUR
STRATEGIC PLANNING

What principles can you use to ensure cultural competence?

The Head Start Program is federally mandated to be culturally relevant and
multiculturally sensitive. Head Start has developed eight “multicultural prin-
ciples” that must be reflected in its programming and are equally relevant

for organizations engaged in strategic planning. The principles are para-
phrased below.

Head Start’s Eight Multicultural Principles Checklist®

Check off each principle as it is discussed in your strategic planning
process:

[Every individual is rooted in culture.

[The cultural groups represented in the communities and families
are the primary source for culturally relevant programming.

[—Qulturally relevant and diverse services require learning accurate
information about the culture of different groups and discarding
stereotypes.

[Addressing cultural relevance is necessary in all activities.

[Elvery individual has the right to maintain his or her own identity
while acquiring skills to function in our diverse society.

[Qulturally competent programs reflect the community.

[Qulturally relevant and diverse programming examines and
challenges institutional and personal biases.

[Qultural recognition and competence are incorporated in all
services.
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ENDNOTES 1. BC Heart Health, “a01-stakeholder_analysis.pdf,"www.heart-
health.org/resources/hhs/toolkit/PDF/worksheets.

2. Alliance for Nonprofit Management, “Frequently Asked Questions,”
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3. U.S. Department of Health and Human Services, 1992, Multicultural
Principles for Head Start Programs, Washington, DC: Administration
for Children and Families, Head Start Bureau.
www.bmcc.org/Headstart/Cultural/index.htm.
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SECTION 2. ASSESS

DETERMINE
WHERE YOUR
ORGANIZATION
IS NOW

WHAT 1S
IN THIS
SECTION?

Most organizations get excited about the strategic planning
process and want to jump right in and create the plan. However,
you must provide the proper foundation for the strategic plan
before you get started. The bottom line is that you need to know
where your organization is right now

before you can decide where it should Wherever you go,

be going. there you are.

By taking a critical look at your organiza- —Buckaroo Banzai

tion first, you can better understand

what your strategic plan can feasibly address. By getting a handle
on your current purpose, processes, and capabilities, you can create
a dynamic strategic plan that builds on your strengths and
improves on your weaknesses.

This section outlines the steps you need to take when you assess
your organization. We discuss:

STEP 1. USING STRUCTURED METHODS TO ASSESS
YOUR ORGANIZATION

STEP 2. COLLECTING AND CONSOLIDATING DATA
ABOUT YOUR ORGANIZATION
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STEP 1.

USING STRUCTURED METHODS
TO ASSESS YOUR ORGANIZATION

Everyone feels that they “know” their organization, but often what we
know is clouded by our own thoughts and feelings. Additionally, the infor-
mation we have about our organization is often anecdotal or based on
hunches and assumptions. In short, we may know less about our organiza-
tion than we think we do.

To truly understand where you are right now, you need to take a structured
approach to gathering information. Using established models, you can inves-
tigate your organization almost as an outsider looking in. By stepping back
and assessing your organization in a structured way, you may learn more
than you thought possible about the work your organization does, how it
does this work, and what its true strengths and weaknesses are.

You can use many assessment models. Most models are structured so that
you start by focusing on a set of key questions about your organization.
After identifying the key questions, you can then use data collection meth-
ods to get research-based answers to those questions.

This section introduces two different assessment models:
= Using a model to assess your organization (A framework adapted from
McCaskey' for analyzing organizations).

= Conducting a situation analysis to assess your organization.

Both models can be extremely useful as you assess your organization. The
first is focused more on taking a research-based approach—relying on struc-
tured data collection methods to get answers. The second model is more of
an internal, team-based approach—relying on your planning group to work
together to brainstorm answers to key questions about your organization.
Both are valid models that your planning group can investigate.
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1.1 USE A MODEL TO ASSESS YOUR ORGANIZATION

One way to assess your organization is to collect information about critical
aspects that could affect its functioning. Academic literature is full of such
models. We have chosen one that is relatively simple and has been used suc-
cessfully by organizational analysts over a period of years.? To use this model
you collect information about the different aspects of your organization by
answering questions.

The model has seven parts:
1. Organizational Context

. Outputs

. Culture

. Tasks

. Formal Organization

. People

N o v A W N

. Physical Setting and Technology

Each part has several questions that your planning group can begin answering.

TooLs FOR SECTION 2, STEP 1.1 provides a detailed checklist
of questions in order to successfully use this model to assess
your organization. To use this model, your planning group
would discuss each question and collect additional informa-
tion as needed to answer the questions.
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1.2 CONDUCT A SITUATION ANALYSIS TO ASSESS
YOUR ORGANIZATION

Another way to assess your organization is to have your planning group
conduct a situation analysis, also known as a SWOT analysis.? In this group-
based approach, you work together to identify Strengths, Weaknesses,
Opportunities, and Threats in your organization. A SWOT analysis provides a
framework for identifying critical issues that will impact your strategic plan.

Conducting a SWOT analysis requires participants to be honest in their
assessment. This is not the time to “soft shoe” the truth. Sometimes it will
be difficult to hear and even say, but if it is one’s earnest desire to move the
agency to a better place, then truth is essential. It is an effective way of
gaining insight into your organization’s assets and liabilities. It can also help
identify areas for your organization to develop, to improve, or to terminate.
= Strengths are positive aspects internal to the organization

Example: We have a very hard working staff.

= Weaknesses are negative aspects internal to the organization.
Example: The Board procrastinates in making critical decisions.

= Opportunities are positive and external to the organization.
Example: Organizations that meet their stated goals and objectives are
eligible for discretionary funds.

= Threats are negative aspects external to the organization.
Example: A major funding source has changed its priorities.

As these short descriptions demonstrate, a SWOT analysis depends on a

thorough assessment of issues internal and external to the organization.

= Internal Assessment. With an internal assessment, you analyze your
organization’s position, performance, problems and potential.

= External Assessment. With an external assessment, you analyze the ele-
ments or forces that affect the environment in which your organization
functions.

As you implement your strategic plan, you will find that your SWOT analysis
will form the basis for later actions that you take. For example, your goals
and objectives often come from the strengths you want to build on, the
weaknesses you want to strengthen, the opportunities you want to take,
and the threats you need to address.
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At the same time, you will need to periodically revisit your SWOT through-
out the planning process—it is a “situation” analysis, and situations often
change. You may find that how you categorized issues in the past changes as
time goes by. What may have initially been viewed as an opportunity may
not actually be so when weighed against resources and other factors in the
future. Additionally, future situations may demonstrate that what once was
threat has become an opportunity.

TooLs FOR SECTION 2, STEP 1.2 provides a detailed checklist
of questions in order to successfully complete a SWOT analy-
sis. This checklist includes questions both for internal and
external assessment, as well as worksheets to help you deter-
mine your strengths and weaknesses, and opportunities and
threats. Additionally, this Tools section suggests what to do
with the results of a SWOT analysis.
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STEP 2. COLLECTING AND CONSOLIDATING DATA
ABOUT YOUR ORGANIZATION

Whether you use the model, or the SWOT analysis, you will most likely find
that you need to collect data to help you draw the right conclusions about
your organization. Different data collection methods can help you answer
key questions in an unbiased way. Because strategic planning must take into
account your clients, stakeholders, current and future environment, history,
and sometimes other factors, it is important to gather data from as wide a
variety of sources as possible.

To do this, you will need to:
= Collect archival data.

= Collect new data.

= Consolidate your data.

2.1 COLLECT ARCHIVAL DATA

Before you gather new data, which is a very technical and time-consuming
endeavor, you should look to archival data sources (e.g., official records, pre-
viously published research, etc.) to see what information might already be
available to you about your organization and the services it offers.

You can use four basic sources to get key archival data that focuses on gen-
eral victims' issues and on specific program information:

1. Federal Crime Victim Data Sources. Although strategic planning efforts
should rely primarily on the most localized level of data (e.g., program,
municipal, county, or state), or specific types of data (e.g., type of victim-
ization), it is often helpful to access national-scope sites. You should con-
sider sites maintained by the federal government helpful because they:

¢ Provide a national picture for comparison to local statistics.
e Often provide data that are synthesized to the local levels.

¢ Link the user to other, more specific criminal victimization data sets.

TooLs FOR SECTION 2, STEP 2.1, “Federal crime victim data
sources” lists major national data sources that can be used by
strategic planners in victim services.
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2. State and Local Data Sources. State and local level data may be available
from any number of government sources, and are often available on
agency websites.

ToOOLS FOR SECTION 2, STEP 2.1, “State and local data
sources” provides specific data source examples, with contact
information for state-level criminal justice and non-criminal
justice statistical Web sites, and ways to contact other state
agencies.

3. Private Sources (e.g., Educational Institutions and National Nonprofit
Organizations). A number of national nonprofit, educational, and other
sources of relevant victim data that may be accessed include major,
Federally funded information sources such as the National Criminal
Justice Reference Service, or specialized organizations, such as the
National Center for Missing and Exploited Children. Additional sources
might include colleges and universities (and even individual faculty mem-
bers), national victim service organizations and law enforcement-related
organizations. A comprehensive list of national victim assistance organi-
zations with web links is available at the Office for Victims of Crime web
site: www.ojp.usdoj.gov/ovc/help/natorg.htm.

TooLs FOR SECTION 2, STEP 2.1, “Private data sources” pro-
vides other specific private source data gathering resource
examples, with websites listed.

4. Program-specific Data (e.g., Needs Assessment, Program Monitoring, and
Evaluation). The importance of collecting local, program-specific data
cannot be stressed enough. Your organization may have already con-
ducted needs assessments or may have completed formal evaluations of
its services. Look at the information that your organization has already
collected and use it to find out more about what your organization does
well and where it may need improvement.
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TooLs FOR SECTION 2, STEP 2.1, “Program-specific
data” gives information regarding where more
Needs Assessment, Program Monitoring, and
Evaluation details can be found.

2.2 COLLECT NEW DATA

Collecting current data is also very important in accurately assessing

where your organization is. Your planning group can use many
tools to investigate the questions that you identified in Step 1.
When collecting data, it is most important to think about why you
are collecting the data. You should only collect data to investigate
specific, pre-defined questions. You should always have a clear rea-
son why you are collecting the data. It is a waste of valuable

resources to simply collect data with no clear purpose in mind.

Some data collection techniques you can use to better understand
your organization include:

Client/stakeholder identification process. As described in
Section 1, you want to identify who your organization’s key
clients and stakeholders are. These people have a clear interest
in your organization and should be involved in the strategic
planning process.

Needs assessments. Your needs assessment helps you identify
the critical needs and concerns of existing clients. It can also
help you identify potential clients that are unserved or under-
served.

Surveys. Surveys are extremely useful and efficient instruments
for gathering data, particularly with larger groups of individu-
als who are not amenable to interviews or focus grouping due
to their size and/or their being geographically dispersed. More
specifically, you can use client assessment surveys to find out
how satisfied individuals are with the services they received
from your organization. You can conduct client assessments
through a structured written instrument or an oral interview.
Survey fields can include all clients, or clients randomly selected
to complete the survey.

Focus groups. You can use focus groups to get information
from key groups of people that your organization interacts
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with, including victim groups or other stakeholders. Focus
groups involve a highly structured, facilitated discussion of a
group of individuals that usually have some common interest or
characteristics, in order to gain information about a specific
issue or issues. A focus group is a qualitative research process
designed to elicit opinions, attitudes, beliefs, and perceptions
from individuals to gain insights and information about a spe-
cific topic.

User groups. User groups are similar to focus groups, but the
actual group consists of specific clients of services offered by
the group’s sponsor, i.e., people who currently use its services or
resources, or potential clients (such as victims who have been
identified as “underserved” by the user group’s sponsor). In
addition, user groups can involve the gatekeepers of the
resources needed to advance victim services.

One-on-one interviews. Another way to get information about
how well your organization does its work is by conducing one-
on-one interviews. In these interviews, you can uncover individ-
uals’ personal experiences and perceptions (such as a crime vic-
tim’s perception of his or her treatment by the criminal justice
system, as well as his or her actual experience with the system).
One-on-one interviews result in a one-way flow of information,
can vary in length, can be confidential based upon the subject’s
preference, and can obtain excellent personal insights that can
“humanize” crime victims’ experiences.

Client advisory councils. You can use advisory councils to pro-
vide ongoing information and input, as well as feedback (when
requested) to an agency or strategic planning project. “Clients”
can include crime victims, victim service providers, justice pro-
fessionals who interact with the sponsoring agency, or others
whose ongoing input and feedback are needed and valued.

Public hearings and meetings. You can use public hearings and
meetings to both present and solicit information. The key
advantage to public meetings and hearings is that they allow
you to communicate with a large group of people simultane-
ously. In strategic planning processes, you can use public hear-
ings and meetings early in the process to obtain input from key
stakeholders; or after the process is complete, to present the
plan and solicit feedback about its components.
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9. Affinity diagrams. You can use an affinity diagram to identify, gather,
and organize ideas and opinions. Affinity diagramming takes the results
of a group’s “brainstorming,” and groups the initial processes into cate-
gories or chunks. It is an excellent tool to refine general processes into
more specific, useful, and organized data.

Regardless of which tool you use, you should always try to ensure that your
data collection reflects the diversity of your clientele in terms of experience,
gender, age, culture, geography, and disability.

TooLs FOR SECTION 2, STEP 2.2 “KEY STRATEGIC PLANNING
AND DATA CoLLECTION TooLs,” includes a helpful chart to
help you decide which data collection technique to choose.
The chart compares and contrasts the characteristics, opti-
mum numbers, benefits, and drawbacks of many different
types of data collection techniques. Techniques compared
are: archival data, surveys (including Client Assessment
Surveys), focus groups, one-on-one interviews, affinity diagrams, and strate-
gic planning conferences. General information regarding archival data
appeared earlier in this section. Section 1 discussed client/stakeholder identi-
fication process.

TooOLs FOR SECTION 2, STEP 2.2, provides detailed informa-
tion on the following data collection techniques:
= Conducting needs assessments,

= Conducting surveys,
= Conducting focus groups, and
= Creating an affinity diagram.

These tools tell you why these techniques are important, when to use them,
and how to conduct them properly.

2.3 CONSOLIDATE YOUR DATA

Once you have collected all of your archival and new data, you will want to
analyze what you have. A crosswalk is a way to organize the different types
of information being collected across several different data sources or instru-
ments (e.g., provider interviews, victim surveys, focus groups, etc.). The cross-
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walk illustrates that different data sources have similar information and
which specific questions within each data source or instrument provide this
information. It is a matrix of data elements.

A crosswalk serves as a valuable tool to guide analysis and reporting. It is
particularly useful in projects that are coordinating multiple data sources or
sets. A crosswalk does not present any of the findings or results, just the vari-
ous types of information that have been gathered from the different data
sources. Although crosswalks are idiosyncratic to research projects, they can
be used anywhere there are multiple sources of information.*

You can create a crosswalk to consolidate and manage all of the information

you collect prior to starting your strategic plan.

TooLs FOR SECTION 2, 2.3 gives specific information about
what goes into a crosswalk, how to construct one, and an
example of a draft crosswalk.
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TOOLS FOR SECTION 2: ASSESS

This section provides tools and resources you can use to accurately
assess where your organization is right now. These tools apply to:

STEP 1. USING STRUCTURED METHODS TO ASSESS
YOUR ORGANIZATION

® Organizational Assessment Checklist

e Conducting a SWOT Analysis

STEP 2. COLLECTING AND CONSOLIDATING DATA
ABOUT YOUR ORGANIZATION

e Collecting archival data
Federal Crime Victim Data Sources
State and Local Data Sources
Private Data Sources
Program Specific Data
e Collecting new data
Conducting Needs Assessment
Conducting Surveys
Conducting Focus Groups
Creating an Affinity Diagram
¢ Consolidating your data

Using a Crosswalk
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STEP 1. USING STRUCTURED METHODS TO ASSESS
YOUR ORGANIZATION

1.1 USING A MODEL TO ASSESS YOUR ORGANIZATION

Organizational Assessment Checklist
Answer each question with your planning group and collect additional
information as needed to assess your organization’s readiness.

1. Organizational Context
What is the purpose of the organization?

What other organizations does it work with frequently?
What governmental organizations regulate its activities?
Who are the principal stakeholders in the organization?

What is the financial condition of the organization?

O oo o o o

What environment is the organization facing? Have there been recent
changes?

2. Outputs
What are the organization’s key products and services?

O

O How satisfied are customers with these products and services?
Culture

What are the formal and informal rules within the organization?
How are problems solved in the organization?

How much feedback is tolerated from employees?

O O O OWw

How are decisions made?

Tasks

What are the overall goals of the organization?

What tasks must be completed for the organization to reach its goals?

What procedures are used to complete the tasks?

O oo oas

Who works on which tasks?
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Formal Organization
How is the work organized, both vertically and horizontally?

What is the organizational structure?
How is work coordinated and organized?
How is new staff recruited?

What is the reward system?
People

How satisfied are employees with the organization? What is the
turnover rate?

Do staff members have the skills they need?
Do staff members receive training as needed?
Physical Setting and Technology

What is the physical condition of the offices occupied by the
organization?

Does the physical setting have any impact?

What is the technological level achieved by the organization? Is it on the
cutting edge or a bit behind?
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1.2 CONDUCTING A SITUATION OR ANALYSIS TO ASSESS YOUR
ORGANIZATION'

Conducting a SWOT Analysis

Stage 1: Conduct an internal assessment.

a. Identify your data sources (details located in Step 2.2)

Find out about your organization by looking at data that you have already
collected. Useful data sources for your internal assessment might be:

= Quality assessment surveys.

= Annual reports.

= Employee surveys.

= Annual progress review meetings.

= Client surveys.

= Program evaluations.

= Policy development files.

= Organization audit recommendations.
= Internal data bases.

= Performance measurements.

= Budget requests.

Internal plans.

b. Consider organizational issues
Review your organization’s scope and functions, including:

¢ Enabling State and Federal statues and the dates they were created.

e Historical perspective and significant events in the organization’s
history.

e Client and stakeholder expectations.

¢ Your public image.

¢ The structure of programs and subprograms.
¢ Your organizational accomplishments.

e Existing performance measures and how well they gauge success.
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Review organizational aspects, including:

* The size and composition of your work force (including the number of
employees, minority composition, professional, technical, clerical,
exempt, classified positions, etc.).

¢ Organizational structure and processes (including divisions/depart-
ments, quality and management style, key management policies/oper-
ating characteristics).

* The location of the organization’s main office, field offices and any
travel requirements, etc.; the location of service or regulated
populations.

* Human resources (including training, experience, compensation/bene-
fits, turnover rates, morale).

¢ Capital assets and capital improvement needs.

¢ Information technology (IT); the degree of automation in your organi-
zation; the quality of telecommunications, organization IT plans, data
collection, and tracking and monitoring systems.

* Key organizational events and areas of change, their potential impact,
and your organization’s responsiveness to change.

Review fiscal aspects, including:

* The size of your budget (trends in appropriations and expenditures,
significant events, etc.).

* Incoming funds: Federal, non-appropriated, fees, etc.

* A comparison of your operating costs with other jurisdictions’.

e The relationship of your budget to your program/subprogram
structure.

* The degree to which your budget meets current and expected needs.

e Internal accounting procedures.
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c. Determine your strengths and weaknesses

Finally, to determine your strengths and weaknesses, answer these three key
questions:

= Where has the organization been?

¢ Have the needs of internal and external clients been met in the past?
e Have the resources and services been of the highest quality?

¢ What has changed internally? Has the organization been reorganized?
Have improvements been made or has the organization been stag-
nant or in decline? Why?

= Where is the organization now?

The next step is to find out the current status of the organization’s
performance.
e Identify current programs or activities. Does the existing structure of
programs and subprograms make sense? What are the statutory man-
dates for those programs or activities?

¢ Do existing programs or activities support one another in the organi-
zation, or in allied agencies? Are any in conflict? Are all programs and
activities needed?

¢ What are the accomplishments of current programs or activities? What
is being done well? Poorly?

¢ Do you have current (baseline) performance measures? If so, are you
meeting your expected levels of performance? Why or why not? If
you do not have baselines established, do you have a plan in place to
do so? What is the plan?

e What do the public, clients, and stakeholders think of current pro-
grams? How successfully are clients’ needs being met?

¢ Are there any identifiable populations that are currently unserved or
underserved?

¢ What benchmarking information can be utilized to compare the quali-
ty and cost of the organization’s services with those of other public or
private organizations in your state?

¢ How does your organization compare to recognized standards?

¢ Are planning, budgeting, quality, and other management efforts
integrated?
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= What are the strengths and weaknesses?

Finally, use the information that you have collected and analyzed to identify
your organization’s strengths and weakness. This includes strengths and
weaknesses in resources, processes, service delivery, etc.

¢ What is your organization’s capacity to act?

* What advantages or strengths exist? How can strengths be built on?

* What disadvantages or weaknesses exist? How can weaknesses be

overcome?

* What are the constraints in meeting the clients’ needs and expecta-

tions?

* How are the needs and expectations of clients changing? What oppor-
tunities for positive change exist? Does the plan accommodate that

change?

SWOT Strengths and Weaknesses Identification Worksheet
Use this worksheet to list your organization’s strengths and weaknesses.

Strengths and Weaknesses

List Strengths and Assets
We Can Build Upon

List Our Weaknesses
and Liabilities
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Stage 2: Conduct an external assessment

The external assessment, or environmental scan, identifies the opportunities
and threats present in the current environment, and anticipate changes in
the future environment. This portion of the SWOT provides an essential
backdrop for strategic planning and policy development.

a. Identify your data sources (examples listed in Step 2.1)
Find out about your external issues that affect your organization by review-
ing data. Useful data sources for your external assessment are:

(=3

Federal and state government statistical reports and databases.

Federal, state, and local government legislation, regulations and execu-
tive orders or actions.

Federal, state, and local government budgets and policy statements.
Federal, state, and local government special studies.

Court decisions and actions.

National and regional professional organizations or associations.
Interest or advocacy groups.

Underserved or unserved clients.

Media (both broadcast and print).

University and college resource centers.

Organization advisory and governing boards.

. Identify organization aspects to consider

Review your organization’s demographics, including:
¢ Characteristics of your client demographic (age, education, geographic,
special needs, impact on state’s economic, political, cultural climate, etc.).

¢ Trends and their impact (including population shifts, emerging demo-
graphic characteristics, etc.).

Review economic variables, including:

¢ Unemployment rates, interest rates, etc.

* The extent to which clients and stakeholders are affected by economic
conditions.

¢ Expected future economic conditions and their impact on your organi-
zation and your clients and stakeholders.
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* Your state’s fiscal forecast and revenue estimates.

* Your organization'’s response to changing economic conditions.

= Review the impact of “other” government statutes and regulations,
including:
» Key legislation or key events, etc.

e Current government activities (including identifying relevant govern-
ment entities, relationship to state entities, impact on operations, etc.).

* The anticipated impact of future government actions on your organi-
zation and its clients (including organization-specific Federal man-
dates; court cases, Federal budget, general mandates; i.e., Americans
With Disabilities Act, etc.).

= Review other legal issues, including the:

e Impact of anticipated state statutory changes.
e Impact of current and outstanding court cases.

* Impact of local government requirements.

= Review technological developments, including the:

* Impact of technology on current organization operations
(products/services in the marketplace, telecommunications, etc.).

¢ Impact of anticipated technological advances.

= Review public policy issues, including:
e Current events.

e Juvenile crime, children and family issues.

c. Identify your opportunities and threats

Now that you have completed a thorough inventory of the strengths and
weaknesses, follow a similar process to determine the threats and opportuni-
ties facing your organization. Assessing opportunities and threats means you
need to answer two key questions.

1. What is the current external environment?
= What is your organization’s current fiscal status?

= What elements of the current external environment are relevant to your
organization? How?
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= What elements are most critical? Which are likely to facilitate or impede
the organization?

= What are the major current issues or problems? Are these local,
statewide, regional, national or global in scope? Why are these issues or
problems of such importance?

= What current events or policy issues have captured the attention of the
public? How do they affect the organization?

N

. How may the environment differ in the future?
= What are your organization’s revenue and expenditure estimates for
next year, the next five years?

=  What forces are at work that might affect or alter key elements of the
environment?

= Are trends likely to continue? Are changes forecast?

= What major issues or problems are anticipated? What effects could they
have on the organization?

= What implications do these future forces and environmental changes
(trends and issues) hold for the organization? Which is most critical?

= What are the most likely scenarios for the future?
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SWOT Opportunities and Threats Identification Worksheet
Use this worksheet to identify your opportunities and threats.

Opportunities and Threats

People Who Use Our
Services (Our
Stakeholders)

Competitors
and Allies

External Forces
That Impact What
We Do
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Stage 3: Examine results of the SWOT Analysis

When preparing a SWOT analysis, consider that the strategic plan will be a
public document available for outside review. Although it is important to be
factual in listing a organization’s weaknesses, you should be careful about
the way you word statements so that this information will not be misinter-
preted. For instance, a statement summarizing problems or weaknesses can
be written to stress opportunities for improvement.

You should use the results of the internal and external analyses and client
identification to formulate the mission, vision, values, goals, and objectives.
These will be developed in Section 3, Create, of the Strategic Planning
process, deciding where you want your organization to go.
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STEP 2.

COLLECTING AND CONSOLIDATING DATA
ABOUT YOUR ORGANIZATION

2.1 COLLECTING ARCHIVAL DATA

This section describes how your strategic planning work group can locate
and use existing crime and victimization data to inform your planning
process.

Federal Crime Victim Data Sources

National and Federal data sources can be referenced as benchmarks for local
analyses or used to provide guidance about how you might want to conduct
local data collection and analysis.

The major national and Federal databases that are available to strategic
planners in victim services include the following:

The Sourcebook of Criminal Justice Statistics

The Sourcebook compiles data from more than 100 sources in over 600
tables about all aspects of the U.S. criminal justice system. The Sourcebook of
Criminal Justice Statistics 2000, the 28th edition, is available from the Bureau
of Justice Statistics Clearinghouse.

The Bureau of Justice Statistics (BJS)

The U.S. Department of Justice’s BJS website, www.ojp.usdoj.gov/bjs, con-
tains a wealth of crime and victimization data. These data are available in
many forms, including:

= Crime and victim statistics.

= Victim characteristics.

= BJS publications.

= A compendium of federal justice statistics.
= Key crime statistics at a glance.

= Crime and justice data on-line.

= Spread sheets for data analysis.

= Sexual assault reports to law enforcement.
= Urban, suburban, and rural victimization.
= Victimization and race.

= Sex offenders and victims.
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Federal Bureau of Investigations (FBI)

The FBI website, www.fbi.gov/ucr/ucr.htm, provides access to Uniform Crime
Report Statistics data, which are also available from BJS. The Uniform Crime
Reports are the longest running, continuous, national source of crime statis-
tics in the nation. These data are considered very reliable for what they rep-
resent, which is crimes reported to the police.

Initially conceived as a resource allocation tool, the Uniform Crime Reports
can have significant implications for victim service strategic planners, includ-
ing data available at the state and local level. However, they have significant
limitations—in particular, there is no accounting of crimes not reported to
the police. Although they do not report to the police, these victims may still
access a number of victim assistance services from VOCA grantees and oth-
ers. This phenomenon will be discussed further below in the “State and
Local Data Sources” section where the issues of local crime victimization sur-
veys are addressed.

Office on Violence Against Women (OVAW)

The OVAW provides a variety of statistics regarding violence against women
on its website, www.ojp.usdoj.gov/ivawo. The OVAW will provide print mate-
rials upon request.

Bureau of Justice Assistance (BJA)

BJA's website, www.ojp.usdoj.gov/BJA, provides information related to a
wide variety of law enforcement topics. These topics assist your planning
process by giving statistics relevant to victim services.

Office of Juvenile Justice and Delinquency Prevention (OJJDP)

0OJJDP’s website, www.ojjdp.ncjrs.org, provides statistics related to the juve-
nile population—both offenders and victims—and also those who offend
against juveniles. This information may be important if you are incorporat-
ing child victim services or assistance for victims of juvenile offenders into
your plan.

The White House Social Statistics Briefing Room

The Social Statistics Briefing Room at the White House website,
www.whitehouse.gov/fsbr/ssbr.html, provides access to information that may
be useful to strategic planners, as well as links to many other agencies.

FedStats
Fedstats, www.fedstats.gov, provides access to Federal data provided
through approximately 70 Federal agencies.
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The Census Bureau

Census information, at www.census.goy, is often essential to support popula-
tion-based estimates of current and future service needs. It can also provide

more basic population descriptions for funding sources or for programmatic

purposes.

State and Local Data Sources

The Bureau of Justice Statistics (BJS) is providing software and assistance to
states and localities which would like to develop their own Crime
Victimization Surveys.

If you can develop your Crime Victimization Survey initiative before or dur-
ing their strategic planning process, or perhaps even as a goal of strategic
planning, it will help you understand your state’s actual rates of criminal vic-
timization. Clearly, reported crime data misses a great deal of crime that
goes unreported. This was the rationale for the development of the National
Crime Victimization Survey and should be considered at the state level. The
BJS website notes:

“BJS (www.ojp.usdoj.gov/bjs) and the Office of Community Oriented Policing
Services (COPS) developed a software program for localities to conduct their
own telephone surveys of residents to collect data on crime victimization,
attitudes toward policing, and other community-related issues. This survey
can produce information similar to that published in Criminal Victimization
and Perceptions of Community Safety in 12 Cities, 1998. Interested states
may want to review a sample of a state victimization survey from the State
of lowa, which can be viewed at
http://csbs.uni.edu/dept/csbr/data/crime_vic.html.”

There are also many non-criminal justice agencies that may have data sets
containing information that would be useful to strategic planners in victim
services. These include departments of:

= Children, Youth, and Family Services.

= Child Protection.

= Elderly Services.

= Social and Human Services.

= Mental Health.

= Addiction/Substance Abuse Services.

= Persons with Disabilities.
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Unfortunately, it is impossible to list all contact information for these
sources, as it is different in each state. Local phone books or internet search
engines are useful places to find contact information.

State crime victim data sources

= State-level Victimization Survey Kit:
www.ojp.usdoj.gov/bjs/abstract/cvs.htm. (A sample of a state victimiza-
tion survey from lowa can be viewed at:
http://csbsnt.csbs.uni.edu/dept/csbr/data/crime_vic.html).

= California: http:/caag.state.ca.us/cjsc/datatabs.htm.

= Connecticut: www.state.ct.us/dps/Crimes_Analysis_Unit.htm.
= Florida: www.fdle.state.fl.us/Crime_Statistics/.

= Georgia: www.ganet.org/gbi/disclucr.html.

= Idaho: www.isp.state.id.us/citizen/crime_stats.html.

= lllinois: www.jrsa.org/jaibg/state_data2/illinois01/.

= lowa: www.state.ia.us/government/dhr/cjjp/JDW.html.

= Massachusetts: www.state.ma.us/msp/cru/SPRESRCH.HTM.

= Michigan: www.michigan.gov/msp/
0,1607,7-123-1645_3501_4621---,00.html.

= Minnesota: www.mnplan.state.mn.us/cj/.

= Montana: http://bccdoj.doj.state.mt.us/sac/ or
www.jrsa.org/jaibg/state_data2/montana01/.

= Nebraska: www.nol.org’/home/crimecom/PDF%_20Files/01PRELIM.pdf, and
www.state.ne.us’/home/crimecom/Functions.htm.

= New York:
http://criminaljustice.state.ny.us/crimnet/ojsa/areastat/areast.htm.

= North Carolina: http://sbi2.jus.state.nc.us/crp/public/Default.htm.
= Oregon: www.ocjc.state.or.us/SAC.htm.
= Texas: www.tdcj.state.tx.us/red/red-home.htm.

= Virginia: www.vsp.state.va.us/crimestatistics.htm and
http:/fisher.lib.virginia.edu/crime/.

= West Virginia: www.wvstatepolice.com/ucr/ucr.htm.

= Additional State-level Crime Statistics: www.ncpc.org/50stats.htm.
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If your state is not listed, contact your local police, and ask if there are any
compiled statistics that you could use for your research.

Private Data Sources

National victim assistance organizations

A comprehensive list of national victim assistance organizations with web

links is available at the Office for Victims of Crime website:

www.ojp.usdoj.gov/ovc/help/natorg.htm.

= American Bar Association Center on Children and the Law:
www.abanet.org/child/.

= American Professional Society on the Abuse of Children: www.apsac.org/.
= Anti-Defamation League: www.adl.org/hate-patrol/main.html.

= Center for Criminology and Criminal Justice Research, University of Texas
at Austin (Site sponsored by the American Statistical Association and the
USDOJ/BJS): www.la.utexas.edu/research/crime_criminaljustice_research/.

= Child Abuse Prevention Association: www.capa.org.

= Child Abuse Prevention Network: http://child.cornell.edu.

= Childhelp USA: www.childhelpusa.org.

= Child Quest International: www.childquest.org/.

= Child Welfare League of America: www.cwla.org.

= Concerns of Police Survivors (COPS): www.nationalcops.org.

= Cornell University's Child Abuse Data Archives: www.ndacan.cornell.edu/.

= The Disaster Center’s Crime Statistics Data Bases:
www.disastercenter.com/crime/.

= Family Violence Prevention Fund: www.fvpf.org.

= Institute on Domestic Violence in the African American Community:
www.dvinstitute.org.

= Justice Research and Statistics Association (JRSA): www.jrsa.org/U.

= JRSA's State Statistical Analysis information: www.jrsainfo.org/sac/.

= Mothers Against Drunk Driving: www.madd.org.

= National Center for Missing & Exploited Children: www.missingkids.org.
= National Center for Victims of Crime: www.ncvc.org.

= National Center on Elder Abuse: www.elderabusecenter.org/.
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= National Children’s Alliance: www.nncac.org.

= National Clearinghouse on Child Abuse and Neglect Information:
www.calib.com/nccanch.

= National Coalition Against Domestic Violence: www.ncadv.org.
= National Coalition of Homicide Survivors: www.mivictims.org.
= National Commission Against Drunk Driving: www.ncadd.com.

= National Consortium for Justice Information and Statistics:
www.search.org/.

= National Conference of State Legislatures Criminal Justice Links:
www.ncsl.org/programs/cj/websites.htm.

= National Court Appointed Special Advocates (CASA) Association:
www.nationalcasa.org/.

= National Crime Victims Research and Treatment Center:
www.musc.edu/cvd/.

= National Criminal Justice Reference Service, NCJRS:

¢ http://virlib.ncjrs.org/stat.asp?category=53&subcategory=210 and
e http://virlib.ncjrs.org/Statistics.asp.

¢ Crime victim information can be accessed at
http://virlib.ncjrs.org/VictimsOfCrime.asp, which provides general vic-
tim information, while other areas on this site will provide very specif-
ic information, e.g., information on hate crimes can be found at
www.ncjrs.org/hate_crimes/hate_crimes.html.

= National Fraud Information Center: www.fraud.org.

= National Insurance Crime Bureau: www.nicb.org.

= National Organization for Victim Assistance: www.try-nova.org.
= National Sexual Violence Research Center, www.nsvrc.org.

= National Victim Assistance Academy, OVC-Site or
www.ojp.usdoj.gov/ovc/assist/vaa.htm.

= National Victims Constitutional Amendment Network www.nvcan.org.

= National Violence Against Women Prevention Research Center www.vio-
lenceagainstwomen.org.

= Neighbors Who Care: www.neighborswhocare.org.

= Northeastern State University:
http://arapaho.nsuok.edu/~dreveskr/CJIRR.html-ssi.
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= Parents of Murdered Children (POMC): www.pomc.com.
= Safe Campuses Now: www.uga.edu/~safe-campus/.
= Security on Campus: www.campussafety.org/.

= University of Maryland’s CESAR Site:
www.cesar.umd.edu/cesar/bytopic/cj.asp.

= University of Michigan Statistical Data:

e www.lib.umich.edu/govdocs/stsoc.html#crime.

e www.lib.umich.edu/govdocs/stats.html.

e www.icpsr.umich.edu/NACJD/home.html.

e www.icpsr.umich.edu/NACJD/ucr.html.

o www.icpsr.umich.edu/cgi/subject.prl?path=NACID &format=tb&query=X.

= Victims' Assistance Legal Organization: www.valor-national.org.

Program Specific Data

There are two primary sources of program-specific data that can comple-
ment the information available from the larger data sets discussed above.
These are:

= Needs assessments; and,

= Program monitoring and evaluation.

Needs assessments are discussed in this section under “Collecting new data.”
Monitoring and evaluation are discussed in Section 6, Track, as they also
relate to important post-strategic plan implementation and follow-up issues.

2.2 COLLECTING NEW DATA

Collecting new, current data is also very important in accurately assessing
where your program is. The chart below compares and contrasts many of the
key data collection and analysis tools listed in Section 2, Assess. Additionally,
the chart includes archival data and Strategic Planning Conference, i.e.,
Future Search or Appreciative Inquiry methods.

The client/stakeholder identification process was discussed in Section 1,

Prepare. Needs assessment information is provided below the following
chart.
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