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COVER: The Grow Food Northampton word cloud was created from the minutes of our first planning
meeting. It includes all the most frequently repeated words, except for “Grow Food Northampton,” and
“GFN” (which, not surprisingly, would have loomed very large had they been included).

GROW FOOD NORTHAMPTON (GFN)

In 2010, citizens created Grow Food Northampton (GFN) to safeguard a large tract of prime, in-town
farmland for sustainable community agriculture. Months later, and with more than 1,400 contributions,
GFN bought 121 acres of farmland outright and launched the Northampton Community Farm. Today,
GFN owns and operates the largest community farm in Massachusetts, hosting four successful farm
businesses and a vibrant community garden, the Florence Organic Community Garden. In 2011, the
Massachusetts Department of Public Health presented Grow Food Northampton with a Community
Transformation Award. With a broader mission of promoting food security through sustainable
community agriculture, GFN collaborates regionally with like-missioned organizations such as
Community Involved in Sustaining Agriculture (CISA), the Northampton Survival Center, and the Kestrel
Land Trust. GFN also advises other grassroots citizen groups working to strengthen their own
community’s resilience and health.

For information about Grow Food Northampton, please contact:
Grow Food Northampton, Inc.

245 Main St, #207

Northampton, MA 01060

Phone: (413) 207-5899
Website: http://www.growfoodnorthampton.com/

MERIDIAN CONSULTING

Meridian Consulting is an Amherst, Massachusetts-based private firm that designs and delivers
customized training and consultation to local, state, regional, and national non-profit agencies,
community collaborations, health care providers, and educational institutions. Meridian helps
progressive groups and organizations increase private and public support, plan for the future, streamline
systems, identify community need, evaluate programming and organizational capacity, build a
motivated and energized staff, and respond strategically to community opportunities. The firm was
founded on the principle that community improvement, initiative sustainability, and program success
are closely tied to thoughtful planning, assessment of needs, evaluation of community goals, and
development of appropriate responses.

Meridian’s approach to organizational capacity building is highly participatory in nature. Their
consultants seek to gather and build on the expertise, strengths, and knowledge of all key participants,
including staff, boards of directors, volunteers, program participants, and neighborhoods and
communities.

Phone: 413-549-2736; Fax: 888-539-4616
E-mail: admin@meridianconsulting.biz
Website: http://meridianconsulting.biz/
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INTRODUCTION

In 2009, a small group of concerned citizens
launched an astonishingly successful
grassroots campaign that culminated in the
creation of Grow Food Northampton, a
vibrant, community-driven non-profit
organization. Today, GFN owns a 121-acre
community farm which is permanently
protected as farmland in the geographic
heart of Northampton, Massachusetts. On
this Northampton Community Farm (NCF),
GFN has established the 400-plot Florence Organic Community Garden (FOG) with 225 members to
date, and provided a home to Crimson & Clover CSA Farm with over 370 members, Slow Tractor Farm
that grows grain malted locally for local brewers, Mockingbird Farm that raises livestock, and Sawmill
Farm that grows herbs for a CSA and greens for local restaurants. GFN supports its commitment to local
food security by providing agricultural education, garden plots, and fresh, affordable food to a diverse
range of community members including donations to local food pantries and soup kitchens and low cost
farm shares to low-income families. GFN also consults nationally with citizen groups hoping to replicate
its achievements.

GFN’s huge success in galvanizing local resources around a common vision, and carrying out that vision
with speed and efficacy, is broadly celebrated in the community and held up as an inspiring model.
While those working “inside” GFN share this enormous pride, over the past year GFN’s leadership had
also come to recognize that important organizational infrastructure-building had to be subordinated in
those early years--first to an intense capital campaign to buy the land, then to several years of required
site development. By the beginning of 2014, with GFN’s land now fully leased to a skilled team of
organic farmers, the community garden operating smoothly, and core educational and food access
programs underway, GFN’s board and executive director decided to intentionally pause GFN’s external
growth to focus on strengthening the organization’s internal, adaptive capacity. As a first step in building
GFN’s organizational capacity, the board of directors and staff decided to develop a strategic plan.

The GFN planning committee (consisting of the entire board of directors, Executive Director, and
Program and Administrative Assistant) convened from February — May 2014 to develop this four-year
strategic plan. The process was initiated to help Grow Food Northampton focus its energy, ensure that
members of the organization continue to work towards the same goals, and to shape and guide GFN’s
work over the next three years.

As Grow Food Northampton moves into a new phase of growth, a proactive stance is necessary to
ensure that the organization continue to provide meaningful programs to meet the needs of
Northampton’s diverse and ever-evolving community. In addition, the organization’s past success and
current level of stability make this an opportune time for Grow Food Northampton to take stock, assess
its current position and strengths, and build for the future.

This Strategic Plan is a working document that will be utilized by the board of directors and staff to
achieve a number of high priority goals. The planning committee’s work was informed by input from
close to 400 GFN stakeholders who completed surveys and participated in interviews and focus groups.
From this information, the planning committee identified critical issues of greatest importance to GFN’s

Meridian Consulting
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future viability and effectiveness. The goals were carefully chosen to strengthen GFN’s most valued core
programs and build on the organization’s strengths.

Throughout this process, GFN’s Board repeatedly reaffirmed its commitment to collaboration and an
attitude of shared responsibility in achieving the organization’s mission. Staff, volunteers, GFN
gardeners and farmers, board members, and other key stakeholders are absolutely essential to the
successful implementation of this plan.

Strategic planning, as used in this document, is a process by which Grow Food Northampton has taken
charge of its future by asking the question, “Where do we as an organization want to go in the next four
years?” and answering it in light of opportunities on the horizon and existing strengths that will help the
group get there. By anticipating both the challenges and opportunities ahead, GFN is shaping its own
future. How seriously GFN’s community takes these responsibilities and how committed members are to
working together to devise and implement activities to support these goals will determine whether this
strategic plan is ultimately successful.

The entire organization will be involved in implementing this plan, including assigning tasks, timelines
and accountability and evaluating whether and how the work is accomplished. By staying focused on the
plan outlined in this document, Grow Food Northampton’s staff, board and volunteers will increase
GFN’s impact, build on current strengths and past successes, and mobilize the entire GFN community to
—in the broadest sense — promote food security through sustainable agriculture.

Meridian Consulting
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MISSION

Grow Food Northampton’s mission is to
promote food security by advancing
sustainable agriculture in the
Northampton, Massachusetts area.

GOALS

1. Increase the supply and accessibility of space for food
growing and of locally grown food.

2. Educate the community about sustainable agriculture
and help residents gain the skills and resources to
grow food organically.

3. Support the development of a vibrant, local,
agriculture economy.

Meridian Consulting
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COMPONENTS OF THE PLAN

Grow Food Northampton’s Strategic Plan has been organized into the following three interrelated
components:

M Strategic Directions represent the primary areas that Grow Food Northampton will be focusing on in
the next four years. This plan identifies five Strategic Directions: 1) Organizational Effectiveness and
Message Clarity; 2) Engaging and Educating the Community; 3) Developing and Sustaining the
Northampton Community Farm; 4) Staff and Volunteer Capacity Building; and 5) Fund Development
and Planned Growth.

M Strategic Goals are the action oriented statements, lettered a-d, that follow each Strategic Direction
and which clarify what aspects of each Strategic Direction are most important to GFN. Strategic
Goals serve to focus the organization’s work in response to the Strategic Directions.

M Implementation Objectives are the bulleted statements that follow each strategic goal. They
provide a blueprint for how GFN will advance the Strategic Plan over the next four years.

Together, the Strategic Directions and Strategic Goals form the core of the organization's Strategic Plan.
While the implementation objectives (and the program plans derived from them) are likely to evolve
and change over the next four years in response to new information and evaluation findings, the
Strategic Plan (the Strategic Directions and Goals) will remain essentially constant — serving as a “North
Star,” a fixed guide around which GFN programs and activities will be developed through 2017.

Meridian Consulting
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THE STRATEGIC PLAN: May
2014 - December 2017

ORGANIZATIONAL EFFECTIVENESS & MESSAGE CLARITY

(a) Ensure effectiveness of the GFN board of directors
through capacity building, education, and
establishment of a strong system of governance.

(b) Create systems that improve GFN’s operational efficiency and preserve institutional
memory.

(c) Foster an organization-wide commitment to the GFN mission, goals and strategic plan.

(d) Clarify both internally and to the public the interrelated components of GFN.

ENGAGING & EDUCATING THE COMMUNITY

(a) Advocate for local, state and federal policies that further GFN's mission, increase community
engagement in GFN, and foster diversity of the GFN community.

(b) Ensure high level of GFN visibility through consistent branding/messaging, outreach, and
dissemination of information to the public.

(c) Build and maintain strong relationships, mentorships and partnerships with other
organizations that intersect with Grow Food Northampton’s mission and work.

(d) Strengthen and expand GFN’s education programming for adults and youth.

DEVELOPING & SUSTAINING THE NORTHAMPTON COMMUNITY FARM

(a) Support sustainable management, development, and increased community engagement at
the Florence Organic Community Garden (FOG).

(b) Increase food access and access to the land, particularly for underserved and low-income
populations.

(c) Provide support for current farmers/build farm capacity and security.

(d) Enhance conservation value of the Northampton Community Farm, especially its riverfront
and neighboring Mill River Greenway.

STAFF & VOLUNTEER CAPACITY BUILDING

(a) Ensure that GFN has adequate paid and unpaid staff, and sufficiently trained personnel to
support the organization’s programs and strategic goals.

(b) Develop an effective volunteer program.

(c) Create systems for supporting effective executive transitions.

FUND DEVELOPMENT & PLANNED GROWTH

(a) Increase and sustain the overall funds available to support GFN and ensure that the
organization has a secure and diversified base of support to meet all costs, particularly
adequate staffing.

(b) Determine areas for future growth that are consistent with the GFN’s mission and goals by
engaging in regular planning and evaluation (strategic plan every 3-4 years and
implementation/ program plan every year).

Meridian Consulting
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. ORGANIZATIONAL EFFECTIVENESS & MESSAGE CLARITY

Strong cohesion and high levels of trust within a nonprofit organization contribute to greater
organizational capacity and social impact. A cohesive organization — where the organization’s internal
identity is aligned with its external image and both are aligned with the mission - is able to make more
efficient and focused use of existing resources, and high external trust attracts additional talent,
financing, and authority. Because GFN is a relatively new organization that operates several clearly
identified programs (FOG, the various farms) and has undertaken several specific public campaigns and
educational initiatives in recent years, some survey respondents who were more aware of those
particular programs or campaigns tended to be unclear about how GFN might be connected to them.
While internal stakeholders were much more likely to grasp GFN’s “whole” as well as its “parts,” the
planning committee identified a clear need to integrate GFN’s identity (mission, goals, and messaging)
across the wider community.

A key ingredient to building organizational cohesion and increasing a nonprofit organization’s impact in
the community it serves is having an effective, engaged, and skilled board of directors.

(a) Ensure effectiveness of the GFN board of directors through capacity building, education, and
establishment of a strong system of governance.

= Establish a system for recruiting, selecting, orienting and training board members, including
ongoing training and education.

= Maintain and regularly review position descriptions for board members and officers and clarify
board members’ roles and responsibilities in relationship to staff and other GFN members.

= (Create a manual/guide for board members.

= Regularly assess the board’s capacity in relation to organizational needs and provide an annual
report on efforts to recruit new board members.

(b) Create systems that improve GFN’s operational efficiency and preserve institutional memory.

= |dentify operational areas — such as IT systems, project administration, fiscal systems, contracts,
organizational history, office operations, etc. — to be documented through written policies and
procedures (also known as procedures manuals). Devise a plan for developing these procedures
manuals.

= Establish a “vault” — a hardcopy and cloud-based storage system/filing cabinet — where minutes,
procedures manuals, and other key documents can be securely stored and also accessed by
designated personnel (usually staff and board members).

= |dentify key documents to be reviewed as part of staff and board member orientation.

(c) Foster an organization-wide commitment to the GFN mission, goals and strategic plan.

= Review language in mission statement and revise as needed. Begin each board meeting with a
statement of GFN’s mission.

= Translate strategic goals into talking points and share the highlights of the Strategic Plan to the
GFN community through various means and media.

Meridian Consulting
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Develop strategies, such as orientation and training, for fostering stakeholder understanding of
and accountability to GFN’s core vision, mission, points of unity/values, and strategic plan.

Build planning into GFN’s ongoing work so that it becomes institutionalized as a regular part of
professional duties for staff, board, volunteers and other GFN members.

(d) Clarify both internally and to the public the interrelated components of GFN.

Define roles and role distinctions between GFN stakeholders (including farmers and GFN as a
whole) and develop a communication plan to convey a unified vision of GFN with all its
components.

Create/revise/refine GFN’s organizational chart to provide a visual representation of roles and
organizational program components.

Meridian Consulting
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1. ENGAGING & EDUCATING THE COMMUNITY

The most successful community farms and gardens thrive and are sustained by the participation and
support of diverse community members, public agencies, and local businesses and nonprofits with
shared goals. Throughout the planning process, GFN affirmed a strong commitment to inclusivity and
removing barriers to access as critical to diversifying engagement in GFN and enabling many different
kinds of individuals and groups to grow food organically and to contribute their knowledge, skills, and
experience. ldeally, GFN’s educational programming will not only provide opportunities for people of all
ages to develop skills in sustainable agriculture, but it will also support leadership development,
community organizing, and cultural competency. Leadership development is enhanced through
experiential learning, which includes intergenerational and peer-to-peer mentoring. Together, a wide
range of educational activities — facilitated discussions, workshops, farm and garden tours, school
programs, etc. — can help to sustain GFN’s momentum while building capacity across the GFN
community at the same time.

(a) Advocate for local, state and federal policies that further GFN's mission, increase community
engagement in GFN and foster diversity of the GFN community.

= Stay abreast of policies that impact local sustainable agriculture, and take official, public
positions, when relevant, on such policies.

= Conduct needs assessment with diverse groups of Northampton residents (with respect to race,
ethnicity, language, culture, income level, age, etc.) and develop programming in response to
community feedback, including off-site programs as appropriate and feasible.

= Inform neighbors of GFN’s farm about GFN’s work and encourage their engagement.
= Recruit/train Spanish-speaking volunteer(s) and assess/recruit for other language needs.

= Devise a broad community-education and outreach plan to increase GFN’s visibility, raise
awareness about sustainable agriculture, and increase community participation in GFN.

(b) Ensure high level of GFN visibility through consistent branding/messaging, outreach, and
dissemination of information to the public.

= |dentify a committee of individuals from a cross-section of the organization (including GFN
farmers) to be involved in developing public brand and message content, and promote
consistent branding.

= Adopt consistent language and messaging by developing 3-4 primary, GFN-approved messages
to give staff, volunteers, and other GFN participants the ability to select the most appropriate
message for a particular medium.

1o u

= Develop (or revise) GFN’s “case statement,” a persuasive written document that informs the
public, including participants, volunteers, donors, and other stakeholders about who GFN is,
what GFN seeks to do, and why. Ideally, the case statement serves as a source of written
material and graphics from which brochures, websites, fundraising appeals, and other public
relations materials can be developed

= Diversify types of media used for disseminating GFN’s message across the local community.

= Review GFN’s logo for effectiveness in reinforcing GFN’s identity.

Meridian Consulting
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(c) Build and maintain strong relationships, mentorships and partnerships with other organizations
that intersect with Grow Food Northampton’s mission and work.

(d)

Strategically identify and engage with organizations and groups that might be potential partners
of GFN. Detail areas of common interest, how work might overlap, and how partnership could
benefit both organizations.

Strengthen and expand GFN’s education programming for adults and youth.

Develop an evaluation plan for GFN programs and conduct a yearly evaluation.

Work together with Northampton schools, as well as other educational institutions to explore
potential for increasing student/family involvement in GFN-supported agriculture and/or related
GFN educational programs and activities.

Identify existing educational programs that can utilize GFN land and/or GFN educational
activities, and collaborate with these programs to increase their access to GFN land and
activities.

Assess interest in and feasibility of expanding adult programming and/or delivering
educational/service learning programs for adolescents.

Engage volunteers (through GFN’s volunteer program) in delivering GFN educational programs,
public education, and educational activities offered at FOG and the farms, as appropriate.

Meridian Consulting

13



1. DEVELOPING & SUSTAINING THE NORTHAMPTON COMMUNITY FARM

The Northampton Community Farm (NCF) sits on 121
acres of the former Bean and Allard Farms, land that
is now permanently protected as farmland. The
largest community farm in Massachusetts, NCF is
currently home to Crimson and Clover CSA Farm,
Slow Tractor Farm, Sawmill Farm, Mockingbird Farm,
and the Florence Organic Community Garden.

In surveys, focus groups, and interviews prior to the
planning process, a majority of respondents
expressed their view that GFN should, over the next
several years, focus its resources on nurturing rather
than adding land to the Northampton Community
Farm. Enabling more residents to access the land,
encouraging beginning farmers and gardeners,
improving the physical site, and increasing stability
for current farmers were all seen as critical goals in
the coming years.

NORTHAMPTON COMMUNITY FARM

FLORENCE, MASSACHUSETTS

LOOK PARK

MILL RIVER
GREENWAY

FLORENCE FIELDS
RECREATION AREA

CRIMSON &
CLOVER FARM

SLOW TRACTOR FARM

- SAWMILL COLLECTIVE

. MOCKINGBIRD FARM

FLORENCE ORGANIC
COMMUNITY GARDEN

(a) Support sustainable management, development, and increased community engagement at the

Florence Organic Community Garden (FOG).

= Develop and institute system for FOG management.

= Devise and incorporate outreach plan for increasing individual and family participation at FOG
into overall GFN outreach activities (see strategic direction Il.a).

= Devise plan to engage FOG members in an annual whole-community activity, such as opening or

closing day events.

= Implement strategies to build community spirit and participation by creating the infrastructure

for and then convening regular community gatherings for feedback and planning, special events,

celebrations, etc.

= Develop a plan to enable FOG to become more financially self-sustaining.

(b) Increase food access and access to the land, particularly for underserved and low income

populations.

= Clarify GFN’s vision and long-term plan for leasing farm land.

= Increase advertising and other outreach activities designed to increase participation in food
access programs and gardening. (See also strategic direction Il.a.)

=  Form relationships with and conduct outreach through local social services, schools and
educational institutions, and other organizational partners and groups that share an interest in

increasing their constituencies’ food access and access to the land (coordinate efforts with those

planned in response to Il.c/d).

Meridian Consulting
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Work with underserved and other target populations to identify barriers to their being able to
access GFN programs (such as transportation, language, childcare, resources, etc.) and devise
plan to remove barriers to access.

(c) Provide support for current farmers/build farm capacity and security.

Communicate with farmers to identify and address their needs with respect to management/
contracts, agricultural practices, other models, etc.

Determine needed farmland infrastructure improvements and devise a plan for addressing
these needs.

Review farm leases with respect to fees and length with the goal of providing appropriate land
security/ stability for farmers.

(d) Enhance conservation value of the Northampton Community Farm, especially its riverfront and
neighboring Mill River Greenway.

Identify external supports and professional consultation needed to design and implement
environmental assessment and conservation, agricultural, and recreational plan.

Undertake an environmental assessment of the Northampton Community Farm.
Develop a comprehensive conservation, agricultural, and recreational plan for the riverfront.

Pursue enhanced collaboration with the Mill River Greenway Initiative and the City of
Northampton with a focus on promoting effective integration of conservation, agriculture, and
recreation.

Meridian Consulting
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V.

As a relatively new organization still in its initial stages of organizational development, GFN has, up until

STAFF & VOLUNTEER CAPACITY BUILDING

recently, relied on a small complement of staff and volunteers to oversee the organization’s core
activities and development. Across a variety of stakeholder groups, feedback provided to the strategic

planning committee emphasized the need to increase paid staff and develop a comprehensive volunteer

program. A major focus in the next few years will be to ensure adequate human resources (staff and
volunteers) to meet the strategic goals and operational plans of GFN — the right people with the right
skills at the right time.

(a) Ensure that GFN has adequate paid and unpaid staff, and sufficiently trained personnel to support
the organization’s programs and strategic goals.

Analyze/revise staff job descriptions, staffing patterns, and responsibilities, and devise methods

for ensuring that staff positions are reasonably structured with respect to workload and
responsibilities.

Inventory the skills/abilities of current staff and volunteers and forecast the skills/abilities
needed in the future based on GFN’s strategic goals (skills that will be needed to accomplish

projected work). Compare the lists to determine what training is required and/or what new staff

and volunteer positions/skills will be needed in order to close the gap.

Develop an organization-wide staffing plan, with clear delineation of staff, board, volunteer, and

participant roles and responsibilities.

Develop employee handbook/manual and orientation and training program for all paid staff.

(b) Develop an effective volunteer program.

Establish paid Volunteer Coordinator position.

Establish formal system of volunteer recruitment, screening, orientation, training, and
supervision.

Establish specific volunteer positions/job descriptions, with related responsibilities and
expectations.

Create written volunteer program materials, including volunteer manual.

(c) Create systems for supporting effective executive transitions.

Create a plan for the entire transition process, including assembling a transition team and
outlining a clear set of action steps.

Identify the extent to which external support or consultation will be needed to design and/or
facilitate executive transition support, recruitment, or hiring.

Meridian Consulting
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V.

Through planning and evaluation, GFN’s key
stakeholders — farmers and gardeners, other
community residents, volunteers, staff, and board of
directors - can exercise their shared responsibility for
shaping the future of the organization, decide how
best to achieve GFN’s goals, learn from experience,
build on successes, and improve effectiveness. An
agency is most effective when the annual program
and fund development plans evolve from the long-
range strategic plan. In this context, the fund
development plan functions as one component of the

FUND DEVELOPMENT & PLANNED GROWTH

larger program plan. Fund development consists of

more than writing grants or asking donors for money; it involves networking, building relationships,
researching new funding prospects and emerging trends in philanthropy, and ensuring that GFN’s values
and mission are being communicated effectively to the public. While the strategic plan provides the
framework and foundation for GFN’s program plan, the fund development plan - guided by the
organization’s strategic plan - guides the work of securing financing to support the strategic plan and the
work outlined in the program plan.

(a) Increase and sustain the overall funds available to support GFN and ensure that the organization
has a secure and diversified base of support to meet all costs, particularly adequate staffing.

Develop an annual fund development plan, delineating fund development activities to be
implemented, projected revenue for each activity, individual(s) responsible, and timeline.

Identify external supports, consultation and training needed to implement priority fund
development strategies set forth in the planning process.

Monitor process, results, and return on investment for fund development activities (cost/
productivity analysis and non-financial return).

(b) Determine areas for future growth that are consistent with the GFN’s mission and goals by
engaging in regular planning and evaluation (strategic plan every 3-4 years and implementation/
program plan every year).

Complete the annual program plan and indicate accountability for each planning activity in
terms of timeline and who is responsible. Alter job descriptions across agency to reflect any
new or changed responsibilities.

Incorporate organization-wide planning process into program plan (strategic plan every four
years and program plan every year) to determine areas for future growth that are consistent
with GFN’s mission and goals and based on evaluation results.

Undertake regular evaluation of programs and progress toward achieving goals and objectives
and document lessons learned.

Establish and evaluate long-range, five- to ten-year strategic goals.

Meridian Consulting
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Next Steps

Through the strategic planning process, GFN’s board has developed a shared understanding of the
agency’s current situation; a shared vision for GFN’s future; and a shared commitment to GFN’s strategic
goals. Of course, developing the strategic plan is only the first step towards achieving impact year after
year. This document is valuable to Grow Food Northampton only in so far as GFN’s members move
forward to bring this plan from the page into the day-to-day life of the organization. The following “next
steps” will be key to “living the strategic plan” in the months and years to come.

Step 1: Complete the Program Plan

The program plan is a schedule of events and responsibilities that details the actions to be taken in order
to accomplish the objectives outlined in the strategic plan. This work is critical — without it, the strategic
plan is doomed to sit on a shelf and gather dust. Thus, completing the GFN “Program Plan Development
Guide,” is the next step in the organization’s planning process after the strategic plan is finalized. This
tool will be used by GFN members to outline specific tasks, people responsible for overseeing the
completion of those tasks, and timeline for completing each task. The Guide is organized in relation to
each objective set forth in the strategic plan. GFN’s planning committee and other members will be
engaged to add necessary detail to ensure that everyone understands what is expected from whom and
by when. This tool also provides space for outlining evaluation methods in order to track progress made
towards achieving the strategic goals over time.

Step 2: Mobilize the GFN Community

Share the plan within and outside of GFN. Use multiple formats, adapted to GFN’s audience, including
community meetings, one-on-one engagement, written materials, discussions of key priorities during
GFN meetings, written briefs, and overviews on the Web.

Implementing strategies is a lot of work — it’s implementing change. Engaging more people will make it
possible to spread the workload. Those people engaged in the implementation will feel more ownership
for the plan and the changes that result.

Also be sure to set priorities. All of the goals and strategies in the plan cannot be implemented and
accomplished at the same time. Spread activities out over the four year life of the strategic plan. Review
the strategies and determine the best places to start. This may be influenced by opportunities for quick
successes, by a logical ordering of strategies that depend on actions completed in earlier strategies, or
by an annual cycle of organizational activities.

Step 3: Ensuring the Plan Has Impact

The board of directors’ use and respect for the plan will influence the plan’s acceptance by the rest of

GFN’s staff, volunteers and other key members. There is no reason for community members and

program staff to refer to established goals if board members do not. GFN’s board should take steps to:

® Actively use the plan as a management tool.

® Actively use the plan for short-term guidance and decision-making.

* Incorporate sections of the plan in everyday management.

®* Formalize the usage of the plan into the day-to-day activities of the organization. For example, this
can be done by reading the mission statement at the opening of every meeting to remind the
membership of the organization’s focus and purpose, or by requiring that all ideas for program
changes or expansion directly address how the changes relate to the organization’s strategic goals.
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® Organize the work of the organization in the context of the plan. For example, include goals and
objectives in individual and program evaluations or have program directors refer to the plan to
provide guidance in decision-making.

Step 4: Monitor Progress

Regularly (for example, quarterly) hold meetings to systematically measure and assess progress made
towards achieving the objectives set forth in the strategic plan and the activities outlined in the program
plan. Ensure that there are mechanisms in place (e.g., evaluation meetings, monthly progress reports) to
inform the board on progress. Revisit the plan annually, viewing the strategies as anchors, not
constraints, to what can be achieved.
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