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[bookmark: _Toc461793960]Learning Objectives
By the end of this course, you will be able to:
1. Develop Vision, Mission, Goals and Objectives


2. Select comprehensive, broad strategies for your community initiatives


3. Action Plan for successful implementation


4. Review and Build Consensus on Your Action Plan


5. Use Strategic and Action Plans to Guide and Enhance Your Work












[bookmark: _Toc461793961]Introductions
Name

Organization

Number of years in prevention & number of years working with coalitions

_______ /________

I would rate my ability to develop a strategic and action plan for my coalition as:
1.  Couldn’t do it at all
2.  I have some idea, but would need a lot of help
3.  I have been through the process and could do it, but it wouldn’t be pretty
4.  I am fairly confident I could do it and hit all the key components and develop a decent product
5.  I have facilitated the process before or have been through the process several times and am fully confident in my ability to facilitate the development of strategic and action plans

What major problems have you identified strategic and action planning?


Is there anything specific you would like to learn today?

[bookmark: _Toc448393024][bookmark: _Toc461793962]Actionable Item Worksheet

	Actionable Item
	Completion Date
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What is a vision statement?[footnoteRef:1] [1:  http://ctb.ku.edu/en/table-of-contents/structure/strategic-planning/vision-mission-statements/main] 

· It is what your organization believes are the ideal conditions for your community



· Short phrases or sentences that convey your community’s hopes for the future


· Clarifies the organization’s beliefs and governing principles of your organization      

Vision statements should be;
· Understood and shared by members of the community


· Broad enough to include a diverse variety of local perspectives


· Inspiring and uplifting


· Easy to communicate 

[bookmark: _Toc461793964]Example Vision Statements
Evaluate the following examples;
1. BVCASA (http://bvcasa.org/about/mission/)
Vision statement: To ensure residents of the Brazos Valley have access to optimal substance abuse services.
2. ASAP Arastook Substance Abuse Prevention (http://www.asapcoalition.com/)
Vision statement: Communities without substance abuse
3. Thurston Together (http://www.thurstontogether.org/aboutUs/mission-vision-history.html)
Vision statement: All young people are supported, healthy, safe, and valued
4. Drug Free Charlotte County (http://www.drugfreecharlottecounty.org/our_mission.asp)
Vision statement:  To prevent and reduce substance abuse in our county through increased education, services, and support
5. PBSAC Palm Beach County Substance Awareness Coalition (http://www.pbcsac.org/Vision-Mission-Statement.html)
Vision statement: An influential substance awareness coalition valued as “the leader” for creating a drug-free Palm Beach County
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Montgomery County is a geographically small county in Colorado comprised of both urban and rural areas.  Montgomery County’s 756 square miles (27 miles x 28 miles) is home to 230,000 residents.  Buffalo Butte, the largest city in Montgomery County has 120,000 residents and is slowly growing.  Several suburbs boast 10,000 to 20,000 residents. The remainder of Montgomery County is rural with small towns, separated by farms and BLM land.  The town has a lower than average poverty level and higher than average level of youth go on to college.  Rural families report low access to health care and mental health services, and urban families report long wait times for medical and health services.  
Buffalo Butte is known for its prospering brewery scene and home-brew festivals.  During the summer, there is a festival or event almost every week that either focuses or promotes alcohol.  Youth surveys tell us Buffalo Butte has had one of the highest youth drinking rates in the state for the past 10 years.  10 alcohol involved accidents have been recorded in the county over the past 2 years involving intoxicated youth.  Local prevention specialists have networked in the past to deal with the issue, but have never formally banded together to develop a coalition.
Prescription drug abuse is on the rise, and while youth surveys still show a very small percentage of youth are misusing prescription drugs, hospital and treatment data is showing an alarming, steady upward trend of abusing behavior with prescription drugs.  Law enforcement has seen a rise in heroin use, backed by overdose data from the county hospital.  
Other drugs use appears to be in-line with the state averages.  Violence crime rate has remained steady throughout the county, except in Buffalo Butte, which has increased 12% in the past three years.  This has coincided with the increase in festivals and summer tourism.  
A concerned parent has rallied you all together to develop a coalition to address the issues in Montgomery County.  Each individual has agreed there is a problem that needs addressed, and state they are willing to put in the time to address issues in the county.  








[bookmark: _Toc461793966]Creating an Organization’s Mission
A mission statement describes what the organization is going to do to work towards the vision[footnoteRef:2]  [2:  http://coalitionswork.com/wp-content/uploads/COALITION-VISION-MISSION-GOALS.pdf] 


A mission statement is;
· Concise

· Outcome Oriented

· Inclusive

· A phrase used to brand the organization

· Short & Catchy 

Having a clear mission statement can[footnoteRef:3]; [3:  http://ctb.ku.edu/en/table-of-contents/structure/strategic-planning/vision-mission-statements/main] 

· Convert the broad dreams of your vision into action oriented items

· Explains your goals to interested parts clearly

· Enhances the organization’s image as being competent and professional

[bookmark: _Toc461793967]Mission Statement Examples
1. BVCASA (http://bvcasa.org/about/mission/)
Vision statement: To ensure residents of the Brazos Valley have access to optimal substance abuse services.
Mission statement: To provide quality substance abuse prevention, intervention, and treatment services leading to improved health, wellness, and security in the Brazos Valley.
2. ASAP Arastook Substance Abuse Prevention (http://www.asapcoalition.com/)
Vision statement: Communities without substance abuse
Mission statement: To foster a healthy, safe and productive County through the reduction of substance abuse
3. Thurston Together (http://www.thurstontogether.org/aboutUs/mission-vision-history.html)
Vision statement: All young people are supported, healthy, safe, and valued
Mission statement: TOGETHER! engages and mobilizes families, schools and the community to advance the health, safety and success of our youth.
4. Drug Free Charlotte County (http://www.drugfreecharlottecounty.org/our_mission.asp)
Vision statement:  To prevent and reduce substance abuse in our county through increased education, services, and support
Mission statement:  To strengthen our community's resolve to eliminate substance abuse in persons of all ages in Charlotte County.
5. PBSAC Palm Beach County Substance Awareness Coalition (http://www.pbcsac.org/Vision-Mission-Statement.html)
Vision statement: An influential substance awareness coalition valued as “the leader” for creating a drug-free Palm Beach County
Mission statement:  Uniting Palm Beach County by strengthening children, families and neighborhoods in their resolve to reduce and prevent alcohol and drug use, creating a drug-free community.

[bookmark: _Toc461793968]Writing Goals
What are goals?
	Goals are milestones that must be reached to ultimately make our vision a reality.  Goals are broad and general descriptions of desired outcomes that emerge from the mission statement and specify the priority actions for the coalition.  Goals should be long range and not time dependent.  They may be used as mission statements and reasons for forming workgroups.[footnoteRef:4] [4:  Butterfoss, F. D. (2007). Coalitions and partnerships in community health. San Francisco, CA: Jossey-Bass.] 



Goals are[footnoteRef:5]: [5:  http://coalitionswork.com/wp-content/uploads/COALITION-VISION-MISSION-GOALS.pdf ] 

· Broad statements that refer to specific results of the initiative
· Long range
· NOT time dependent
· A win-win.  All members are successful
· Acceptable.  They must be embraced by members of the coalition[footnoteRef:6] [6:  Butterfoss, (2007)] 


OR…..

Goals are:
· Specific
· Measurable
· Achievable
· Relevant
· Time bound
[bookmark: _Toc461793969]Goal Examples
From the Drug Free Communities Grant:
Goal 1: Increase community collaboration
Goal 2:  Reduce youth substance use

Casco Bay C.A.N. (Create Awareness Now) (http://www.cascobaycan.org/PDF/misc/CB%20CAN%20Prevention%20Plan%20FINAL.pdf)
Goal: Establish & strengthen collaboration to support efforts to prevent and reduce substance abuse among youth
Goal: Reduce substance abuse among youth and over time among adults by addressing risk and protective factors in the Casco Bay Community

Garrett County Drug Free Communities Coalition (http://bha.dhmh.maryland.gov/Documents/Garrett%20County2016%20DFCC%20Plan%20Final.pdf)
Goal: Increase the percentage of individuals who are healthy and drug free
Goal: Identify and move individuals to the appropriate level of care
Goal: Increase recovery rates in adults and adolescents through effective treatment and recovery strategies
Goal: Reduce the number of accidental overdose deaths on a five year average in Garrett County by 25% by 2018
Goal: Develop the means to sustain a drug prevention, intervention, and treatment system that is efficient and effective


[bookmark: _Toc461793970]Creating Objectives
An objective is a statement of the expected result of an accomplished goal that can be measured both quantitatively and qualitatively.[footnoteRef:7] Objectives describe how much of what will be accomplished by whom and by when. [7:  Butterfoss, F. D. (2007). Coalitions and partnerships in community health. San Francisco, CA: Jossey-Bass.] 

Process Objective:  measures the accomplishment of tasks completed as part of the implementation of the program
Outcome Objective:  measures long term results, or the impact, of the program
Administrative Objectives: refer to changes in administrative policies or activities that promote the program
Learning Objectives: refer to changes in knowledge, attitudes, or beliefs
Behavioral Objectives:  refer to changes in behaviors or practices
Outcome Objectives:  refer to changes in health status indicators

[bookmark: _Toc461793971]SMART Objectives7
Specific: The tell how much (quantitative, percentage, amount, etc) of what (outcome of specific activity, program, plan) is to be achieved by who and by when
Measurable: Information about the objective can be collected, detected, or obtained
Achievable: Not only are the objectives themselves possible, the coalition can feasibly accomplish them
Relevant:  The coalition understands how these objectives fit with its overall vision and mission
Time-sensitive: The coalition has developed a timeline by which they will be achieved
[bookmark: _Toc461793972]SMART Objective Examples
	Is it SMART?
	Process/Outcome?
	A/L/B/O
	
Objective

	
	
	
	By October of  2018, infrastructure development will be accomplished as measured by 100% staffing, full liability coverage and a 501 c3 status for the coalition.

	
	
	
	By July 1st, 2017, strengthen the internal capacity of the coalition’s partners to create positive community change through the provision of quarterly trainings as measured by coalition minutes and attendance rosters of community events

	
	
	
	By 2019,increase the number of high school seniors at ABC Schools  who perceive marijuana use to be harmful by 20% as measured by the State Youth Survey

	
	
	
	Continuously decrease the amount of alcohol related accidents by 5% each year for 3 years as reported by the county hospital incident reports

	
	
	
	By October 1st, 2017, train and certify 3 coalition members as prevention specialists as measured by the receipt of a prevention specialist certificate from the State board of certification

	
	
	
	By 2017, create 5 templates for posters for the social norms campaign, as measured by the creation of 5 JPG documents

	
	
	
	Increase parental disapproval as reported by youth ages 16-18 in Cityville from 66% on May 13, 2016 to 75%  on October 1, 2018 as measured by the YRBS

	
	
	
	Strengthen collaboration among Marigold County communities and all 12 sectors of the coalition to prevent and reduce substance abuse among youth, as evidenced by a 7% average increase in attendance at monthly coalition meetings from October 1st 2016 – October 1st 2017.

	
	
	
	Reduce the 30 day misuse of prescription drugs by 10th grade students in Marigold County by 90% by 2018 as measured by the State youth survey

	
	
	
	Increase the number of clients that successfully complete the Adult Drug Court Program by 5% by January 2018 (Drug Court Program records)



[bookmark: _Toc461793973]Objectives Template
By (when), (who) will (what will they do) by (quantitative change) as evidenced by (source of data) 

Example:  By (January 1, 2018), (12th grade students at Washington High School) will (report an increase in perception of harm from alcohol) by (10%, [from 50% to 60%]) as evidenced by (the annual Risk Behavior Survey [RBS]).












[bookmark: _Toc461793974]Identifying Evidence-based Strategies and Interventions
SAMHSA’s definition of “evidence-based”[footnoteRef:8] [8:  Center for Substance Abuse Prevention. Identifying and Selecting Evidence-Based Interventions Revised Guidance Document for the Strategic Prevention Framework State Incentive Grant Program. HHS Pub. No. (SMA)09-4205. Rockville, MD: Center for Substance Abuse Prevention, Substance Abuse and Mental Health Services Administration, 2009.] 

1. Inclusion in federal registries of evidence-based; interventions

2. Reported (with positive effects on the primary targeted outcome) in peer-reviewed journals; or

3. Documented effectiveness supported by other sources of information and the consensus judgment of informed experts, as described by the following guidelines, all of which must be met: 

· Guideline 1: The intervention is based on a theory of change that is documented in a clear logic or conceptual model; and 
· Guideline 2: The intervention is similar in content and structure to interventions that appear in registries and/or the peer-reviewed literature; and 
· Guideline 3: The intervention is supported by documentation that it has been effectively implemented in the past, and multiple times, in a manner attentive to scientific standards of evidence and with results that show a consistent pattern of credible and positive effects; and 
· Guideline 4: The intervention is reviewed and deemed appropriate by a panel of informed prevention experts that includes: well-qualified prevention researchers who are experienced in evaluating prevention interventions similar to those under review; local prevention practitioners; and key community leaders as appropriate, e.g., officials from law enforcement and education sectors or elders within indigenous cultures. 
[bookmark: _Toc461793975]Identifying Evidence-based Strategies, Programs, and Practices
Evidence-based practice stands in contrast to approaches that are based on tradition, convention, belief, or anecdotal evidence [footnoteRef:9] [9:  Children’s Service Council (2007), Research Review: Evidence-based programs and practices: What does it all mean? Downloaded from http://www.evidencebasedassociates.com/reports/research_review.pdf on July 27, 2016] 


Why are using evidence-based strategies, programs, and practices so important?

1. Ensures resources are spent on programs with a high probability of achieving desired results


2. Eliminate time consuming efforts of “re-creating the wheel”


3. Best ROI (Return On Investment) 
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Must have community assessment


Should have logic model or other product that relates risk factors and local conditions to the problem
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The seven strategies were distilled by the University of Kansas Work Group for Community Health and Development – a World Health Organization Collaborating Centre




Fawcett, S.B., Harris, K.J., Paine-Andrews, A., Richter, K.P., Lewis, R.K., Francisco, V.T., Arbaje, A.,Davis, A., Cheng, H. and Johnston, J. (1995). Reducing Risk for Chronic Disease: An Action Planning Guide for Community-Based Initiatives. Lawrence, KS: Work Group on Health Promotion and Community Development, University of Kansas
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	Local Condition/Risk Factor
	Strategy
	Activity

	
	Provide Information

	

	
	Build Skills
	

	
	Provide Support
	

	
	Reduce/Enhance Barriers/Access
	

	
	Change Consequences and Incentives
	

	
	Change Rules and Policies
	

	
	Change Physical Design
	

	
	Provide Information

	

	
	Build Skills
	

	
	Provide Support
	

	
	Reduce/Enhance Barriers/Access
	

	
	Change Consequences and Incentives
	

	
	Change Rules and Policies
	

	
	Change Physical Design
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· A plan to make sure your organization's vision is made concrete. 


· Describes the way your group will use its strategies to meet its objectives. 


· Consists of a number of action steps or changes to be brought about in your community.



An action plan states;
· What actions or changes will occur

· Who will carry out these changes

· By when they will take place, and for how long

· What resources (if any) are needed to carry out these changes
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Reviewing and Evaluating:
Step 1: Review your completed action plan carefully to check for completeness.

Step 2: Follow through

Step 3: Keep everyone informed about what's going on

Step 4: Keep track of what (and how well) you've done


Accountability:
· Phone Calls, emails, one-on-one meetings

· Distribute Written Action Plan

· Ask For Verbal Updates

· Recognition



26


	Objective:
Strategy:                                     Activity:                   

	Action
	Who is in charge?
	Who is helping?
	Completion date
	Resources needed

	
	
	
	
	

	
	
	
	
	

	
	
	
	
	

	
	
	
	
	

	

	
	
	
	

	Action
	Who is in charge?
	Who is helping?
	Completion date
	Resources needed
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Questions to Ask[footnoteRef:10]: [10:  Butterfoss, F. D. (2007). Coalitions and partnerships in community health. San Francisco, CA: Jossey-Bass 
] 

· Do the goals adequately reflect the desired outcomes?

· Is there at least one relevant objective per goal?

· Are feasible activities are provided for each objective?

· Are objectives and activities are logically related?

· Are objectives and activities are measureable?

· Is a specific person and group identified for each activity?

· Do the combined activities form a comprehensive, multi-level community-wide intervention?

· Is there a budget that outlines sources of funding is provided?

· Is the plan is feasible given the human resources and budget?
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Consensus come from:
· Planning together

· Allowing everyone’s voice to be heard

· Compromising

· Documenting

· Using facts and data, but validating emotion

· Communicating progress

How do we institutionalize?
· Gain consensus and ownership!
· Written commitment
· Scheduled Communication
· Bylaws
· Logical structure with workgroups
· Intelligent meeting planning
· “No bull” assessments of members
· Do not generalize- “No one works!”



Individual


Provide Information


Environmental


Reduce Barriers/Enhance Access


Changing Consequences and Incentives


Building Skills


Provide Support


Changing Rules and Policies


Changing Physical Design of the Environment



















