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First Steps in Strategic Planning
Most of us have the best intentions when we start something new. Many of us also abandon the best-intentioned resolutions because we have not defined benchmarks. Strategic planning is a tool for thinking proactively rather than reactively. You actually anticipate, plan, and create the future of your club. It stimulates creative thinking, and it nurtures team building. A true strategic plan effectively communicates and broadens your scope of the issues facing the club or organization and highlights ways to overcome those issues. Think of it as a road map to gain success.
Two things to remember about strategic planning: communication and perspective are the keys to success. Strategic Planning is about perspective – getting the big picture- the bird’s eye view.

A Strategic Plan forces members to see beyond individual experiences and points of view – when written effectively, member responses shape a plan because it allows us to see the perspective of others.

Strategic planning helps a club:
· Establish where it is going over a specific period of time
· Outline how it will get there
· Evaluate if it has arrived at its destination
· Focus its energy on working on common goals
· Assess the success in reaching its goals
· Adjust its direction if a situation changes
OVERVIEW
SECTION 1: BENEFITS OF STRATEGIC PLANNING
There are benefits for a club that undertakes the strategic planning process:
· Establishes realistic goals consistent with the mission of GFWC
· Sets a realistic period for implementation
· Focuses resources on key priorities
· Provides a basis for measuring progress
· Establishes mechanisms identifying when a change in direction is warranted
· Effectively communicates goals to all members 
· Promotes consensus on where your club is going
· Encourages efficiency and effectiveness

Section 2: Key Steps Towards Developing A Strategic Plan
Preparing a strategic plan is a multi-step process covering values, vision, mission, goals, objectives, strategies, and programs. (“Developing a Strategic Plan - PlanWare.Org”) Strategic planning is different from regular planning because it emphasizes the process in addition to the end product and includes your values, vision, creativity, and the structure of your club.
Successful strategic planning requires a commitment from your members. Club members must lead, support, follow up, and live the results of the strategic planning process, or the strategic planning process will fail. Strategic planning allows club members to dream and brainstorm the best possible scenarios to stimulate creativity. Remember to do this in an atmosphere where no idea is dismissed or ridiculed. Leave time for reality-checking, but not before everyone has had a chance to visualize the best. Excitement will begin to generate from the creative thoughts.

Section 2.1: Form a Planning Committee
Form a planning committee with a chairperson or facilitator, representatives of club leadership, and membership. The steps must be completed in an open, collaborative environment that encourages learning and innovative ideas.

Section 2.2: Review GFWC’s Mission/Vision Statements and Develop your Club’s Mission/Vision Statements
GFWC clubs tend to forget the importance of GFWC’s mission. A mission statement states the fundamental purpose of the organization. All GFWC club’s mission statements should align with GFWC’s overall mission statement: The General Federation of Women's Clubs is an international women’s organization dedicated to community improvement by enhancing the lives of others through volunteer service.
A vision statement should paint a picture of your club and how it fits into GFWC’s overall mission. Ask and answer these essential questions to help you draft your club’s vision statement.
· What is our vision?
· What do we do best?
· What needs can we satisfy in our community that others cannot provide?
· What kind of image do we want to project in our community?
· For what do we want to be known?
· What personal needs do we want to satisfy?
· What is our philosophy, ethical and social responsibilities, and values?
· Where do we want to be in three years?

Based on the answers to the above questions, develop a vision with full participation and “buy-in” from all of your club’s members. Try to make your vision statement as concise as possible. Features of an effective vision statement include:
· Clarity and lack of ambiguity
· A vivid and clear picture of the work your club achieves in the community and beyond
· Description of a bright future
· Memorable and engaging wording
· Realistic aspirations
· Alignment with GFWC’s values and culture

Section 2.3: Conduct a SWOT Analysis 
A key factor in determining if a club is able to achieve its vision is to brainstorm to review its vision for practicality and achievability. A SWOT analysis is a useful, established assessment model that stands for:
Strengths
Weaknesses
Opportunities
Threats

A SWOT analysis is a powerful technique for identifying your club's Strengths and Weaknesses (internal factors) and examining the Opportunities and Threats (external factors) your club faces. SWOT is used in various settings to identify developmental areas and can be easily adapted to any decision-making situation. Conducting a SWOT analysis is a key step toward improving your club’s ability to function effectively and develop a strategic plan. It helps your club become realistic about what you are able to achieve. When conducting a SWOT analysis, always be sure to:
· Notify members of the meeting's time, date, and location, including instructions about how the analysis will be conducted. 
· Establish ground rules, and outline that the discussion will be friendly, on-topic, and timed. Participants should be open-minded and willing to listen.
· Choose a member to facilitate to moderate the session and to re-direct/summarize the discussion if it gets off track. 
· Begin and end the session on a high note; everyone says something positive.

The key steps in conducting a SWOT analysis include the following:
· Brainstorming lists of strengths, weaknesses, opportunities, and threats, remembering to keep the focus internal for strengths and weaknesses and external for opportunities and threats.
· Take the laundry list of ideas within each category and reduce them to the top five to ten ideas (per category).
· Review each category separately and discuss these ideas and the potential implications for the club. Use a Parking Lot Sheet to place ideas to be discussed elsewhere.
· Remember that the idea with SWOT analysis is to better understand how your club can relate to its external environment. 
· The last step is to look at the following areas:
· Those factors represent both the club’s strengths and opportunities in the external environment. This represents a potential area for growth.
· Those factors represent the club’s weaknesses and threats in the external environment. This represents an area that, when addressed, will become an opportunity for growth.


STEP ONE – S.W.O.T. QUESTIONNAIRE
When you create a Strategic Plan, you try to get the answers to a few questions. (See Example 1)

Question #1
Where are we now?
· Mission
· Core Values
· Analysis of the SWOT Questionnaire

Question #2
Where are we going?
Goals for the future
· Vision Statement
· Needs for Change
· Factors necessary for Success

Question #3
How do we get there?
· Specific/measurable goals
· objectives
· an execution plan that identifies who manages and monitors the plan
· Evaluation process
Knowing these positive and negative elements guides the parts of a plan that need to be recognized. Typically, an organization sends a questionnaire to its members to gather their viewpoints.
The SWOT Questionnaire investigates the overall view of where members believe their Club, District, or State to be right now…not what we once were, or where you wish we could be…but where you are right now.
You will want to send the questionnaire to members with varying responsibilities, years of service, and past members. This will enable you to get a birds-eye view of what your members believe to be the issues moving forward. The SWOT responses are how Objectives, Goals, Outcomes, and Tasks are created.


Example 1: SAMPLE SWOT QUESTIONNAIRE

GFWC CLUB ORGANIZATIONAL EFFECTIVENESS QUESTIONNAIRE
(Examining your views on the Strengths, Weaknesses, Opportunities, and
Threats of GFWC (Your club’s name)

Return to: Strategic Plan Facilitator at (provide email)

Please complete the following questions directly on this document and email them to the facilitator by (give date).
All comments will remain anonymous.


The questions involve analyzing GFWC (Your Club’s) organizational strengths and weaknesses in preparation for our SWOT analysis and subsequent creation of the Strategic Plan. If you cannot identify three, please identify as many as possible.	

1. What do you see as the top three strengths of our club right now? 
2. What do you see as the top three weaknesses of our club right now? 
3. What are the top three opportunities for our club right now? 
4. What are our club’s top three threats (barriers) right now? 
5. What are the top three most critical focus areas over the next three years? 


(This questionnaire can also be adapted for State Federation Strategic Planning.)

STEP TWO – SWOT ANALYSIS
When the data is collected, it can be placed into the agreed-upon categories or goals determined. Typically, most clubs/State Federations follow the GFWC Goals of Membership, Leadership, Public Awareness, Financial Governance, and Programs.
Categorize your responses according to which goal they pertain to; this is the most time-consuming, depending on the responses received.
(See Example 2)



Example 2: SAMPLE OF MEMBER RESPONSES WHEN CATEGORIZED S.W.O.T

The facilitator should take the time to list all the strengths, weaknesses, opportunities, and threats to the club. Then categorize the responses into the Goal area of focus; then list them to the right to bring them together by focus area. The sample below identifies the focus area in parentheses. (Below are actual responses from a past club strategic planning process).
Strengths:
1. Excellent newsletter and very engaging website (Communications/PR)
2. All the past presidents are still involved with the club; continuity (Leadership)
3. Use of Meet Up to coordinate these events. (Communications/PR) 
4. Good membership numbers. (Membership)
5. Excellent newsletter and very engaging website (Communications/PR)
6. Use of Meet Up to coordinate these events. (Communications/PR)
7. Outstanding fundraising (Financial Governance) 
8. Community awareness of club activity (Communications/PR)
9. Extraordinary passion and legacy for volunteer service among many members (Membership)
10. The range and the sheer number of service projects; level of activity; diverse CSP (Programs)
11. Energy buzzing in the room when I went to my first meeting; (Membership)

Weaknesses:
1. Too many rules/hurt feelings? (Leadership)
2. Leadership—weak in certain officer positions (Leadership)
3. We do not have qualified members stepping up to lead key areas (Leadership) 
4. LEADERSHIP DEVELOPMENT, not present (Leadership)
5. Membership retention (Membership)
6. Scheduling (Membership)
7. Change of ideas not received well (Leadership/Membership)
8. The club is so large that we are losing that personal feeling (Leadership/Membership)
9. Lack of respect for leadership (Leadership)

Opportunities
1. I love that we have so many options. (Programs)
2. Changing and expanding the mindset; (Programs)
3. recruiting new, young, diverse, and professional business members; (Membership)
4. identifying new and strong leadership (need more who have senior business/org experience) at officer/board and committee levels; (Leadership)
5. forging relationships with top community leaders across the community (Communications/PR)
6. Get our name into the community and tell them what we do (Communications/PR)
7. Build a relationship(s) with local communities (Communications/PR)
8. Securing younger members (Membership)

Threats:
1. We lost our focus on whom we are serving. It is not us. (Leadership)
2. Lack of awareness about our club (Communications/PR)
3. Younger members are not joining us. (Leadership/Communications/PR) 
4. Our community does not know what we have contributed or who we are. (Communications/PR)
5. Expand our reach further into underserved communities (Programs)
6. Resistance to change - “That’s the way we’ve always done things” (Leadership)
7. # of Fundraisers / Internal fundraising (Programs/Leadership)
8. Perception of cliques (Leadership)

Areas of focus for the next three years:
1. Regenerating serving hearts within our membership (Leadership/Membership/Programs)
2. Locate new ways to fundraise (Fundraising)
3. Adjust the monthly meetings (less of a board meeting) (Leadership)
4. Continue to look for opportunities within our community to serve. (Programs)
5. Expanding, diversifying membership (Membership) 
6. Identifying a solid leadership pipeline (Leadership)
7. Developing a succession plan for future leaders (Leadership)
8. Re-Engaging members in volunteer service (Leadership)
9. The ability to continue to share our volunteer spirit (Membership/Programs)
10. Define who/what we are as an organization; what is our purpose/what are we trying to achieve (Leadership)


STEP THREE – CREATE THE GOAL ITEMS
After the facilitator takes time to categorize the member responses into specific goals, show a more detailed path to create the strategic plan—the member responses aid in creating the strategies and tasks.

Using the responses from Example 2 would yield strengths, weaknesses, opportunities, and threats in each goal area. Notice that the “Areas of focus for next three years” from Sample 2 become Opportunities in the creation of the Strategic Plan.

Strengths are internal resources or capabilities that help your club accomplish its goals. They can include leadership, values, physical facilities (clubhouse), members’ talents, networks with other organizations (including GFWC), history, and reputation.
Weaknesses are internal deficiencies in resources, capabilities, and procedures that hinder your club’s ability to accomplish its goals.
Opportunities are external opportunities are outside factors or situations that can affect your club in a favorable way. 
Threats are external and are situations or factors that have the potential to cause harm to your club. 

(See Example 3)


Example 3: SAMPLE CLUB MEMBER RESPONSES GROUPED BY GOAL

COMMUNICATIONS/PRs:
· Excellent newsletter and very engaging website (strength)
· Use of Meet Up to coordinate these events. (strength) 
· Impressive newsletter and very engaging website (strength)
· Use of Meet Up to coordinate these events. (strength)
· Community awareness of club activity (strength)
· forging relationships with top community leaders across the community (opportunity)
· Get our name into the community and tell them what we do (opportunity)
· Build a relationship(s) with local communities (Opportunity)
· Lack of awareness about our club (threat)
· Our community does not know what we have contributed or who we are. (threat)

MEMBERSHIP:
· Good membership numbers. (strength)
· Extraordinary passion and legacy for volunteer service among many members (strength)
· Energy buzzing in the room when I went to my first meeting; (strength)
· Membership retention (weakness)
· Scheduling (weakness)
· recruiting new, young, diverse, and professional business members; (opportunity)
· Securing younger members (opportunity)
· Expanding, diversifying membership (opportunity) 
· The ability to continue to share our volunteer spirit (opportunity)

LEADERSHIP
· All the past presidents are still involved with the club; continuity (strength)
· Too many rules/hurt feelings? (weakness)
· Leadership—weak in certain officer positions (weakness)
· We do not have qualified members stepping up to lead key areas (weakness) 
· LEADERSHIP DEVELOPMENT, not present (weakness)
· Change of ideas not received well (weakness)
· Club so large that we are losing that personal feeling (weakness)
· Lack of respect for leadership (weakness)
· Identifying new and strong leadership (need more who have senior business/org experience) at officer/board and committee levels; (opportunity)
· Adjust the monthly meetings (less of a board meeting) (opportunity)
· Regenerating serving hearts within our membership (opportunity)
· Identifying a solid leadership pipeline (opportunity)
· Developing succession plan for future leaders (opportunity)
· Re-Engaging members in volunteer service (opportunity)
· Define who/what we are as an organization; what is our purpose/what are we trying to achieve (opportunity)
· feel we have lost our focus on whom we are serving. It is not us. (threat)
· Younger members are not joining us. (threat) 
· Resistance to change - “That’s the way we’ve always done things” (threat)
· Perception of cliques (threat)

PROGRAMS:
· The range and the sheer number of service projects; level of activity; diverse CSP (strength)
· Love that we have so many options. (opportunity)
· Changing and expanding the mindset; (opportunity)
· Collaborating with our schools; (opportunity)
· Public service awareness/prevention (opportunity)
· Continue to look for opportunities within our community to serve. (opportunity)
· Expand our reach further into underserved communities (threat)
· # of Fundraisers / Internal fundraising (threat)

FINANCIAL GOVERNANCE:
· Outstanding fundraising (strength) 
· Locate new ways to fundraise (opportunity)




STEP FOUR: BUILDING THE DIRECTIONS
Each goal typically begins on a new page and is outlined similarly. At the top of each section is the GOAL (i.e., Membership)– the birds-eye view – it will be the largest scope of work for that area. 

Next, you will notice broad objectives that help identify ideas or aims within that goal. Next will be the strategies for success, then the tasks, and if known, the responsible party and projected due dates to accomplish those objectives should be inserted. 

Once the Strategic Plan has been in place for about a year, the outcomes can be evaluated…which indicates if a task has been accomplished, is ongoing, etc.

Section 4.1: Analyze your SWOT
It is important to use the tool correctly to reap the full benefits of a SWOT analysis. The first thing to remember is that the analysis should provide information that helps you make decisions. As such, laundry lists of strengths, weaknesses, opportunities, and threats are not unto themselves helpful. It is only when the potential implications of this information on the organization are conducted that you start to get any really meaningful analysis.
Once your club has completed the analysis, the second step in the process is to analyze the results of your SWOT and transform the results into goals by developing a strategic plan. Strategic planning can help the club determine where it is right now, where it wants to go, how it will get there, and how it will know when it has arrived. The goals should be S.M.A.R.T.–Specific, Measurable, Attainable, Realistic, and Time-specific.
Strengths
· Are they positive?
· Are your club members using these to their full potential?
· As they are strengths, can and are they being used to overcome your weaknesses?
· How can you use this strength to its full potential?
Weaknesses
· Why is this weakness for your club?
· What could your club be doing to overcome this?
· What can you do to minimize the impact of this weakness?
· What weaknesses do you need to improve on, or manage, so they do not impede your goal setting? (“SWOT analysis for goal setting: How to do it.”)
Opportunities
· Are you making the most of these?
· If not making the most of these, why not?
· How can you maximize the benefit of these?
· What opportunities are best for you to pursue?

Threats
· What can you do to minimize the impact of these?
· Can you eliminate them?
· What strengths or opportunities can you use to overcome these?
· Is a weakness creating these?
· What internal strengths can your club use to overcome these threats?
Once the club members have conducted a SWOT analysis, it is time to draft the strategic plan. 

Drafting Your Strategic Plan
After carefully analyzing your SWOT, begin establishing goals for your strategic plan using the GET S.M.A.R.T strategic planning guide.

Section 4.2: GET S.M.A.R.T.
Strategic Planning Guide
Strategic planning determines where a group is going, how it will get there, and how it will know when it has arrived.
· What do we, as a club, do best?
· What needs can we satisfy for potential members that other groups cannot?
· For what do we want our club to be known?
· What value do we want to have to our community?
· What personal needs do we want our club to satisfy?

S.M.A.R.T. Goals Framework
S–SPECIFIC (Who or What) It is important to remember that a goal should not be too general. It must be to the point. It must define a specific outcome.
M–MEASURABLE (How): Any goal must be measurable. If individuals experience success in reaching a goal, it will lead to motivation and determination to do more or do better.
A–ATTAINABLE: It is important to know your capabilities. Any goal must be within reach. Your club must be able to attain what you set out to achieve. It may lead to negative experiences and a lack of motivation to try again if it is not achievable.
R–REALISTIC: A goal’s measurable parts must never be too easy or too difficult. You may sometimes need to break the goal down into smaller objectives. This can give the club additional chances to be successful and make adjustments which, in time, will help to reach the final goal.
T–TIME SPECIFIC (When): Each goal or objective must have a time limit. Without it, there are no deadlines. Working with deadlines makes it easier to measure and determine success. Time limits must be measurable, attainable, and realistic.
Goal Setting
Present two Goals that will _______________________________________________ and give each goal the S.M.A.R.T. check:
Goals
	S		M		A		R		T
				
1)	

	S		M		A		R		T
				
2)	

Task Setting
What is a task? A task is the smallest increment necessary to conduct your goals. The assignment, chore, or job should be completed weekly or monthly.

List three specific tasks that will help achieve the goal

1)														

2)														

3)														

Why Prioritize?
Priorities are the essential elements to conduct your plan. You could create impressive goals and tasks, but they are useless unless you implement them. Setting priorities will help you accomplish your goals by determining items to reach the goals and in what order.

What is Prioritizing?
Prioritizing is the process of determining what things that need in order of importance. Items that are prioritized can be done weekly, monthly, or yearly. A priority list is just a numbered ‘to-do’ list.



Prioritizing Your Goals and Tasks
If you select multiple goals, you must decide which is the most important. Look at the goal that you chose as number one on your list. Select the task you believe will help you reach your goal quickly and number it ‘one.’ Look at the other tasks on your list and number them in descending order of importance in reaching your goal.
Continue with your second highest priority goal and prioritize that task list. You now have a list of ‘to-do’ items to help you achieve your goals.

What’s Next?
You must routinely work on and complete your tasks to succeed and achieve your goal. Practice suitable time management. Be prepared to review your list periodically and re-prioritize as necessary. However, once you reassess, get back to your tasks quickly.

Parking Lot
During strategic planning, individuals may have ideas or areas of concern not agreed upon by the majority. These ideas and concerns should not be dismissed. The “parking lot” concept is one way of acknowledging and respecting everyone’s views.

The facilitator or chairperson should keep a list of the questions, observations, areas of concern, and issues about which the group could not reach a consensus. This information is important to the group and should not be dismissed. Placing it on the “parking lot” sheet will encourage and enable these ideas to be reviewed and utilized in the future.
“Parking Lot” Sheet
Includes questions, observations, and/or areas of concern and issues where the group reached an impasse. This information is important and should not be dismissed. Review and utilize in future endeavors.

														

														

														

														



section 4.3: Your Club Strategic Plan
Your club’s strategic plan can now take shape as you put together the actual strategic plan with Goals, Objectives, Strategies, and Tactics.

Definitions
Mega IssuesMega issues are overriding issues of strategic importance that cut across multiple goal or outcome areas. They address key strategic questions that must once be answered, illuminate choices your club must make and the challenges to better serve your members, fulfill your club’s mission and successfully move into the future (i.e., Membership, Programs, Financial Stability, Public Awareness).
GoalsKey statements regarding something you are hoping to achieve.
ObjectivesMore specific statement regarding what you are hoping to achieve. Remember your S.M.A.R.T. planning (Specific, Measurable, Attainable, Realistic, and Time-specific).
StrategiesA workable plan or initiative that will help you achieve your objective.
TasksBite-sized action item to achieve your objective.

Example
	Issue: Strengthen and Increase Membership

	Goal
	Objectives
	Strategies
	Tasks

	GFWC {club name} will be our community’s premier volunteer organization with a strong, active, and committed membership.
	Increase club membership by five percent at the end of club year 2012.
	1. Recruit new college and university graduates.
	Create a Facebook page and website to promote club, networking, and professional development activities.

	
	
	2. Recruit new retirees and empty nesters.
	Offer a quarterly program for new retirees and empty nesters highlighting volunteer and friendship opportunities.





section 4.4: Strategic Plan Implementation
Now that you have your club strategic plan, it is time to create your tactics and implementation, which becomes the to-do list for club leaders.
Project Planning 
Club projects evolve in diverse ways. The following are the most common reasons a club undertakes particular projects:
· Tradition because “we have always done it.”
· Appeal from an outside organization looking for help with their event or agency
· Through research and evaluation by a club project committee
· Based on suggestions from GFWC and/or state federation
· Due to a single member committing the club to a community activity

The most successful projects are ones in which your club members feel they have a personal stake. They believe in the project, are happy with the results, and feel their time spent well and appreciated. No matter how successful a project is or has been, club leaders should encourage their club members to evaluate club projects every year to determine whether they should continue with it or not.

Important considerations when selecting a club project are:
· What specific community or club needs does the project aim to meet?
· Is this need already met by another community group?
· Is this an area in which your club members are interested?
· What number of members will be needed to complete the project?
· Does your club have a commitment of time and effort from the necessary number of people?
· Does your club have the necessary funds available?
· What outside organizations, businesses, and agencies can your club draw upon for additional support for the project, such as financial support, in-kind goods, or additional volunteers for this project?
· Do your club members agree that the project effectively uses club funds and other resources?
· How many hours will it take your club to complete the project?
· Does your club have a willing and able chairperson for the project?
· If it is a long-term project or requires multiple steps, is your club committed to seeing it through to completion regardless of whether it spans administrations?

Projects should capture the interest of club members and simultaneously fulfill a community need. A sample project plan template is included on the Member Portal to help your club plan its projects.

	GFWC LEADERSHIP TOOLKIT
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