CACSAP 2007 Strategic Planning Session
Preliminary Report
This report summarizes the work of CACSAP Board members in a two-day planning retreat held on July 21-22, 2007. Participating members included: Susie Law, Stephanie Smith, Francisco Ybarra, Juanita Weber, Laura Hoertling, Sue Simonson, Susan Kerhoulas, Jennifer Barber, Brighton Ncube and Dana Goodrow. Facilitator Angela Goldberg worked as part of the Community Prevention Institute technical assistance pool. After a welcome and review of the retreat goals and agenda, the members set to work.
1. SWOT Analysis

	Strengths

Passion 

Experienced Advocates

Longevity

Issue with wide appeal

Resource, support, skills for practitioners
Grass roots

Resilient

Statewide recognition

Focused on member needs

Full array (prevention, intervention)

Recognized annual conference

Strong relationships (internal/external)

Loyal, connected

Credible voice


	Weaknesses

Time

Resources

Need more member engagement

Focus on conference can limit focus on
        long range

Some gaps in membership/representation

Distance a barrier to statewide 
       coordination

Processes to move forward not spelled out

Good at “The DO part” (as opposed to the
       long range planning part)

Missing financial clout

Burn out

Need to revisit by-laws

Need a “stand out” identity



	Opportunities
Funding (Private, small/large, foundation)

Regional Work

Expanded collaboration with others

    e.g. OFP Conference

Marketing opportunities / Branding

Comprehensive sex ed includes us!

Advocacy always a central role

Fill gaps as cuts are made elsewhere

Research – demonstrate what’s effective

The youth themselves

Member services

Inventory opportunities where CACSAP
       can have a presence


	Threats
Funding cuts

Members leave field or Board due to $ 
     cuts, burn out

Shift in focus to simple things like birth
     control, away from life skills 

Territory has been captured by faith orgs.

Trend to condense at expense of full
     service

Funding a driver for inadequate services

Healthy Teen Network coming to CA again
     in 2009

Lack of continuity between meetings

Structure of president role (past, current, 
     past)


2. Resource Analysis

The Board identified real organization needs, as summarized below:
	Resource Need
	Amount
	Type

	Executive staff (1 FTE)
	$75 K
	Grant?

	Admin. Assistant (1 FTE)
	$45K
	Grant

	Lobbyist
	$10K
	Member fees?

	Grant writing services (subset of Exec. Staff duties)
	
	

	Data analysis/dissemination (cost vary/more definition needed)
	
	

	Academic Scholarships
	$6K
	Corporate/foundation

	Conference Scholarships
	$25 K
	Corporate/foundation

	Youth Advisory Board  (Defer)
· Program develop./staff

  -    Youth support costs
	
	

	Materials (Develop is in- kind)

 - Print (10K) and Dissemination ($3K)
	$13K
	Corporate/foundation

	Board travel costs
	$25K
	Corporate/foundation

	8 Regional workshop (trainer, lunch, materials)
	$10K
	Fee for service, underwriting

	Administrative overhead
	$10K
	Grant

	Tech Support (primarily one-time costs)

· Web site $5K

· Equipment (LCD, laptop, banner etc.)
	$20K
	Corporate/foundation

	Total 1st Year Revenue Needs
	$239K
	Diverse funding sources


The group then prioritized these items. General consensus was to prioritize:

· Grant writing services 
· Administrative assistant time, so that current executive capacity could be more focused. 
· Data and Youth Advisory Board areas were identified as lower priorities. 
· Members recognized that the area of conference scholarships could be staggered, beginning with waiver of registration fees to more complete support that would include travel.
3. Organizational Capacity Goals

The members then brainstormed various goals for CASAP in terms of organizational capacity. Four areas were identified:

· Funding

· Membership

· Recognition/Visibility

· Organizational Structure

A combination of smaller group and full group activity was used to develop the attached workplans in the four areas. These plans reflect the bulk of the retreat outcomes, and serve as a consensus document that members are accountable to.
CACSAP Preliminary Workplan: July 21, 2007
	1. Funding                                                                                  CHAIR: Brighton 

	Goal: Expand funding to support organizational needs

	Objectives
	Activities
	Lead
	When

	1. Develop a financial development plan that is diverse in nature
	· Identify plan elements: grants, foundations, donor, service-based revenue, events, auxiliary/group “adoption” of CACSAP, corporate  support/underwriting

· Board approve targets within each categories

· Launch United Way designated giving campaign; inform members, alumni, friends of opportunity

· Contact UW for statewide designation

· Use newsletter, conference and web site


	Funding Committee

Dana

Susie & Dana

Susan lead and Board members
	Retreat completed initial plan; research, further refinement and Board action by Spring 08

ASAP

	2. Prepare/train Board members for development roles
	· Train on development issues

· Prepare materials, packets, talking points

· Research how other organizations handle development


	Grantwriter (DG)

Chair of funding committee

Funding committee
	By Spring Board mtg.

3/01/08

	3. Implement/manage plan
	· Inventory potential funding sources

· Build relationships with potential resource organizations

· Invest current resources (such as interest bearing account)

· Package needs and assemble services to local and state funding sources

· Solicit donors

· Add donor link on site

· Make regular progress reports to Board

· Explore CACSAP Advisory Board

· Identify $ power: Analysis past members & where they are today

· Ask Mary Lou about helping in this area


	Funding committee

Board & Grantwriter

Dana

Grantwriter

Funding committee & board/web tech

Funding chair

Funding chair

Juanita
	3/01/08

Immediately

Every Board mtg.

Explore now, propose options next summer

	2. Organizational Structure                                                                                  

	Goal: Organize ourselves to function more effectively

	Objectives
	Activities
	Lead
	When

	1. Increase Board member knowledge and capacity to serve
	· Create and implement Board member orientation and training

· Create org chart

· Document roles and responsibilities

· Have Board sign document
	Juanita, Susie, Dana

Dana

Dana and Executive Com.
	January Board mtg.

July 31

January Board mtg.

	2.Spell out expectations for regional coordinators
	· Update job description

· Ensure opportunities exist to trade tips and 2-way communication

· Use regional mtgs., fill gaps in current vacant regions

· Create workplan for regional work; update and report progress regularly


	Regional Coord.

Dana and Stephanie
	All by January Board mtg

	2. Ensure excellent, current CACSAP materials exist
	· Find banner and keep track of it

· Written materials exist for multiple audiences

· Analyze what we have compared to what we need

· Update existing materials

· Develop “one-pager” fact sheet

· Board members receive electronic version and agree to print

· Research options for new exhibit banner
	Susie

Dana

All Board members

Jennifer
	Sept. 1

Aug. 15 – Sept. 25

(One week after receipt)

July 31



	3. Establish 5 Board-chaired issue committees on Policy ( ) , Conference (Susie), Development (Brighton), Communication (Sue) and Scholarship (Laura)
	· Cross-train committee chairs on organizing, planning and other skills needed to run committees

· Committee chair recruits, convenes and manages committees with general members

· Develop clear niche, goal-focused plans for each group

· Propose standing or ad-hoc status

· Develop committee workplans with clear goals and objectives

· Package committee “pitch” to unveil at 07 conference
	Dana & team

Designated chairs

Susie & Dana
	Sept. 25

Nov. – Jan.

Sept. conf.

	4. Study options for a CACSAP Youth Advisory Council
	· Research other organizational experience in this area


	Brian, Micha & Jennifer
	Revisit in January


	3.Recognition/Visibility                                                                                  

	Goal: Be recognized for what we do and who we are across the state

	Objectives
	Activities
	Lead
	When

	1. Develop and implement a marketing plan
	· Continue work on a tag line

· Promote CACSAP at other statewide events

· All BMs to give info on master activity calendar to Dana

· Distribute/maintain

· ID opportunities for CACSAP visibility at these events


	Dana on time with all

All

Dana to develop

Stephanie

Dana - BM
	TBD

By Oct.

Oct. ongoing

Ongoing

	2. Expand media activities
	· Train Board and members in media

· Spring regional coordinator media training

· Identify excellent spokespersons in No., So., Central areas

· Identify media bites to use about CACSAP


	Dana & others trained in CAN

All

All
	Further discussion in January meeting

	3. Expand policy capacity of organization 
	· Update Take it to the Street advocacy curriculum

· Do this training in regions

· Promote Francisco’s workshop at conference 

· ID other advocacy tools that may already exist
	Dana

All regional coord.

Francisco/Brian

Dana/Lynn
	By spring BM

Late spring 08

Sept. conference

Spring 08

	4. Identify and connect with partners in allied fields
	· Make list potential partners

· Statewide depts. & associations

· Local/regional groups 

· ID joint concerns (such as advocacy) when we can share training

· Develop plan for regular appropriate, customized contact or communication with all

· ID and prioritize exhibiting possibilities

· Negotiate space trading

· Participate in selected priorities as workshop trainer or exhibitor


	Dana/Juanita

Regional Coord.

All

All

All
	Sept. – Jan.

Spring 08 BM

Sept. 07 BM

ASAP

Ongoing


	4. Membership                                                                                  CHAIRS: 

	Goal: Increase an active and exchanged membership base

	Objectives
	Activities
	Lead
	When

	1. Identify member services
	· List includes: newsletter, conference, regional meeting/workshop, directory, website, web-based handbook, welcome letter/token, new member announcement on site, access to experts, network, resource sharing, part of larger community, job posting, T-shirt

· Seek discounts from exhibitors
	
	

	2. Conduct outreach for Sept. conference
	· Prepare talking letter, email transmission to include request to share/post, attachments (brochure)

· Each Board member to send package to minimum of 10

· Incentivize recruitment?


	Dana on materials

Each Board member
	By 7/24

By 8/1

	3. Research what other groups do to secure active members
	· Promote Board members with brief questions

· Gather, analyze, report to Board on findings
	Jennifer
	Report given at Sept. meeting

	4. Identify potential members
	· Begin with direct prevention/intervention peers; id niche each subsequent year to build to other disciplines with shared interests

· Send mailing/materials

· Ensure welcome call from regional coordinator after new member joins
	Juanita and Francisco have lists
	

	5. Use conference to engage members in more active organizational roles
	· Use plenary pitch on new vision

· Use table sign up cards, box return

· Color code regions and encourage seating at regional tables for breakfast

· Board members to greet and work these tables

· Sort returned cards and call/email within 2 weeks of receipt
	Dana & Susie to develop pitch and supportive materials
	By 8/15


4. Hands-on Planning

Members also used small group work to develop skeleton plans in the area of Marketing and Funding:

A. Marketing


Target Audiences include:

· Perspective members & universities
· Policy makers and legislators

· Perspective collaborative partners

· Professional organizations for joint ventures

Strategies include:

· Website managerial program to include e-grams, list serve, newsletter and links

· Promotional materials to include: brochures, pens, pads, lip balm, pins, 

· Written materials to include position papers, fact sheets, Power point presentation

· Digital/Video commercial to use at conferences or PSA’s

· Training / “Taking it to the Street”

· Website banners – joint and our own

Priorities for Now:

· Exhibiting at other events/conferences

· Seek trade at upcoming conferences: Adolescent Health (Lynn), HTN (Susie), ETR/OFP (Francisco)
· Requesting others to post/share info on our conference and our web site link

· Freshen up web site

B. Funding
This matrix will serve as a foundation for planning by the Funding Committee, chaired by Brighton. Dana will offer support in the government grant and foundation areas. 

	Specific Strategy
	Purpose
	Target
	Financial Goal

(Minimum)

	Foundation
	Academic Scholarship
	CWF?
	$25 K

	Corporate Support
	Goods, incentives, cash, technology
	PG&E, SCE, Sempra, Clorox, McDonalds, Home Depot, UPS, Comcast, Mervyns, Target, Walmart, SBC Global, Pharmaceuticals
	$5K

	Government Grants
	Operational costs
Training/Technical assistance

Materials / Publications / Dissemination

Research & Evaluation
	MCAH, DHS, CDC, Education, Labor
	$150K

	Foundations
	Capacity Building / Operational Support Scholarships/regular training to fit region of foundation

Conference/capacity

Regional training/scholarship


	Wellness
Sierra Foundation

Alliance Healthcare

Kaiser Family Foundation

CA Endowment

CDC

Riverside Community Foundation and others like it
	$110K

	United Way
	Organizational Support (Susan will follow-up on this item)
	
	$800

	Events
-Piggyback on other events or % of sale events
	Jennifer and Sue will follow up on this item
	
	$500

	Interns/In kind Services
	Deferred for now
	
	

	Web-based Donations
	Brighton will follow-up on this item
	
	$100

	
	
	
	$260K in targets


5. Tagline Discussion

Members also brainstormed various words and phrases for a tagline that could bring the CACSAP acronym to life. There was general agreement not to change the name or lose current recognition, but to add a slogan. The group was ultimately hampered by the issue of how much (or little) content or sizzle to put in the tagline; members agreed to set aside board meeting time, ideally with a resource/expert person, to decide. For the time being, the following words/phrases were considered:

* Favorites

Phrases






Key Words
Leading Organization For Adolescent Health

Advocacy

Leaders among Youth-Serving Professionals*

Action

Youth of Tomorrow




Strengthen

Building Capacity for Youth Professionals

Capacity

Helping You Support Youth



Bridge

Promises into Reality




Network
For Youth-Serving Professionals*


Resource

Professional Leadership Who Serve Youth

Promote
For Youth-Serving Leaders



Leader
Supporting Fields Serving Youth



Reaching
Leading (Or Supporting) Teens Together
Strengthening Capacity for Youth Leaders

Leaders of Today Growing Tomorrow’s Vision

CACSAP…Building What You Do*
Conclusions

The members agreed to use the quarterly Board meetings to share progress on planning goals. Specific focus for upcoming meetings includes:

· September: Expanding membership
· January: Solidifying Organizational Structure
· Spring: Funding
· Summer: Re-assess & review
Several outstanding items remain:

· Planning now for issues related to the 2009 HTN conference in Califirnia; 
· Further work on tagline
· Communications needs further definitions. Historically this has only meant the newsletter, but the committee could be enlarged to include other communication strategies, including a range of media strategies;
· Budget implications need to be decided by Board. Display kits, web site enhancement/ads, hosting an event for volunteers at the 20089 conference and promotional items all cost;
· Members recognized the need to balance short term easy things with the harder, more intensive items that may be more meaningful in the long run.
Everyone thanked each other for a productive meeting.
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