Y VIRISTAR

Strategic Planning
for Business Success

Part II: Pointers, Pitfalls, Resources & Examples

Jeff Baierlein, Director, Viristar
October 23,2019

WWW.viristar.com



Pointers

A Bring in a consultant skilled in strategic planning

A Funding for nonprofits is often avail to support this, if you have
the time and resources to go after it

A Use NPO support centers, state associations
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Common Pitfalls

A Lack of inclusion (stakeholder buy-in)

A Qver-optimistic predictions (e.g. revenue, enrollment growth)
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Common Pitfalls

A Lack of inclusion (stakeholder buy-in)
A Business planning is part of the change management process
A Change management is hard

A Getting buy-in is challenging, time-consuming, and essential
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Common Pitfalls

A Lack of inclusion
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Methodology
Project Schedule

June 2010
Project start

Identify program trends Develop draft program and delivery modes

Phase 1
dune2oio Jul Aug Sept Oct Nov
Pregramming & Operations
| Summarize existing demographic and Propose site based outdoor
market trends program alternatives
Define existing program
Evaluate basaline oparation
Visit Assess infrastructure
vamis Assess facility audits, forest
management, and plans
Assass program opportunities—
relationship and import to site
Site and Programming
Brainstorm Options
Vision and Goals Workshop with Resource
Workshop Flow Discussion
Soclaliletwork
vessnssaerecsifiliarver ol Jroorosesssaseisnsasrssrasans ows
, ’ - *With C slitu'énm * : ’.*o
Finalize Work Staff and Outcoor
Plan and Camp Team Leaders
Contract Program workshop

with Consultant

Online Survey

e

7
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Legend:

September 2011
completion

Phase 2
Jun dul Aug Sept Oct [y Dec Jan 2012

Complats Phazs D in Sopt. 3011

Refine Master Plan

Refine preferrad program directions
for each camp and overall outdoor
program delivery system

Phasa Il Final
Deliverable

Final Board
Presentation

IFRER

-t

Saclal Network

with Constituents

’ Coordination Meeting with Staff @ Property Committee Meeting

22 MITHUN

* Constituent Workshop, Camp Leadership
Workshop, or Presentation

CAMP PROPERTIES + PROGRAMS MASTER PLAN
SEPTEMBER 2011

o Past on Web

)

girl scouts
of western
washington



Common Pitfalls

A Lack of inclusion

A Qver-optimistic predictions
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Assumptions (1)

Revenue:

* Development growth: 10%/year (excluding Vets & Capital
Campaign). with starting point in 2010 of $450K UR/TR miss
and no repeat of $600K in 2009 Capital Campaign.

* Program fee revenue growth: 5%/year, excluding Vets which
remains steady at 1.500/year; OBP ramps to growth of
10%/year beginning 2013.

* 80% of OBP through Centers beginning in 2015.

* Endowment payout: gradual return to full payout of 5% by
2015.

* Added Centers in Portland OR. Omaha, Little Rock by 2012:
added three additional Centers by 2015.

* LA Center revenue excluded.
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“Wilderness” Progress
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Students
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The State of OBUSA -2009

Resilient! :

Supported!

Stabilizing & = o
sustainable...

Clear on our

direction...

And the challenges ahead
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Additional Resources

A cnmsocal.org: Center for Nonprofit Management in southern California
offers trainings, consultants, more

A compasspoint.org: nonprofit consulting, publications, newsletter

A allianceonline.org: Alliance for Nonprofit Management offers publications,
referrals, more

A hoardsource.org: resources for nonprofit Boards

A coloradononprofits.org, calnonprofits.org : nonprofit resources in Colorado,
California

A guidestar.org: nonprofit tax returns; reports, newsletter

A Strategic Planning for Nonprofit Organizations (Allison & Kaye)
v
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NOLS STRATEGIC PLAN: PROVIDING OUR VISION AND GUIDING OUR ACTIONS

FOCUS AREAS:

= RISK MANAGEMENT 4 ACCESS TO WILDERNESS
y CLASSROOMS

. 4
FINANCIAL EQUILIBRIUM m STUDENTS

«ll AND STRENGTH

o _a"

ey

GOALS:

® EVIDENCE-BASED ..-.=. .- — | STAFF EXCELLENCE
4 CURRICULUM DEVELOPMENT 5 Lo

|
L

i PHILANTHROPIE SUPPORT -'g EHUIHUHMEHTHL
L iETEWAH HIP

Strategic Planning Participants | Mission, Values & Context |

s TECHNOLOGY
4‘

, ‘1 EXPANDING BRAND
Jﬁ’ AWARENESS
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National Outdoor Leadership School

Strategic Plan
2008 - 2013

Increasing strength, depth, breadth, and balance.
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T plan that Fellivas s the prodect of a beosd coimmesaty ¢ffom that seok place over nearly one
voar. Thas plam o our komg-lerm guidde Tor the 20082003 fiscal yeams at NOLS. The prodominant
=tory is that we willl remain committed 1o the schwood's mission and core vabses, which enderwent
mo changes im this planning process.

The mawsion of the Mational Owdoor Leadersbap Schoal s to be the leading
sogrod andl leacher of wildomess skills and leadership that sorve poopde and the
environment.

The MNOLS sialT, sosdenis, oustecs, and aliumn skare 5 comeniimant o wildersss,

clucatsm, leaderihip, safety, commasily, aad cxisllenes, These valugs &fine and
ahirget wiha wi are, whal we do. and how we do L

(har harsic plan & sirmighifonsard-—we will continee 1o foous sebataniially on whal we bave been
daing, do it berier, reach & brosder sudicnoe, snd remain o leader in our Teld,

Whils Gur msssimn states thal wg arc both 3 leadssig wovwrcr and fegcber oF waldemess skilks and
leadership, o primany emphasis has been, sl will gontames o b, as o leacher, We ang an
organization of commitied educalors sed we are gassionate shout our studients and the student
experience, Cur student oulcommes are cocellem, smd demand for our courses excerds whal we
ean currently supply, Our seafl and fsculty are ouistanding and dedicsad. During the nex five
wears we will gonlimied 16 Each i afll for the wildernea

O sons of community @ stromg. O Finamoes ane im balance and oar alumni are supportive.
Wi will continue 1o build a betier world by developing sctive, positive keaders wihao have
eqpenenced mnd who value wildemess,

The MOLE community tkes prads i e sucgess 11 Bas sehucved m purasmg is values and
fsdfilling its mission. bt we recopnice in this plan Sat our honiroes for cdecating students and
for wildermess stewandship can be broader, #is impect more significant. and iis strengihs greater.
Cidohal and local meeds (o leadiership amd environmental awareness and responsibiliny s
compe|ling.

Contamned wm this plan are five poals of stradegic apaificancs thal will sgréngthon, broadon, amd
deopen MOLS. These five arcas are not now, bt shey ane our foous arcas. Eor greatest change in
ithe coming vears. These imerdisciplimary obgeciives will permeaic whai we do. affecting the
annua| plass and daily decsions of ench operaiing depariment. These fooes aress are

Hiall Execlloni

Environmental Sewardubip

II
L Diversity
L EvldencesBaved Curricubam Deyolopnses)
4
%, Fhilanthrapic Ssppeart
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In sddition 1w the primary foous apeas shove, the coming years will see considemble stiention
hrpered iownrd san nanars] foeus mreas that sepedt and eadandce our missos and cone values, We
anticipate thal there will be keie sapnilant changs in théss arcas, We will B responalbls = o
daily efTorts o ensure our comtinuing execllonee and improvemaent in all of them. Thess arcas
are:

Stmilents

Risk Mansgrment

Acgews bo Wildernes Classraoms
Technalogy

Expanding Brand Awareness
Finaneial Equilibrinm and Streagth

W will pursee our doee ashingics and these goals withes the contest of 2 budpel Framework
mdended 10 cnsure the long -Sorm wikality and financial equiliteiem of MOLS. This & a growih
plan comstrained by sur commitmen (o cocellence and the availabality of faoalty, classroom, and
financial resoarces. MOHLS rocognizes that pnsdenily mansged growth can be Benelicial and i
cafsislerl with s missson. By growing, NOLS can educare larger numbers of stsdenls, percase
cur g, dnnch [aoeity and wdl careoms, dizliver operatang sootamics of seals, adid
sophistication o our program, and build philanthrops: support. Fecopninsg that exlenal
prossuncs may require s s adapt. tee plan makes the following central aperating asssmptions:

*  With vegilasd atiengion 1o the maantosance of our quality standands, studost dayx will
grow annually by an sverage of 1% from the end of 2007-—a nearly 5086 mcrease by the
end of J13. Feculny, sindf, course offerings, wildemess classnocen socess, techmological
texds, marketing and ensolbment, and Bcilities will grow commensuralgly in

= W willl manage MOHLS b0 snmmlly worcass our nof aesscts by 3% of 1oial oporating
revenue. This is a level that, based om recont experience. will maintain NOLS" buildings
andl facilives and fond sdeguate opemiing reserves. Embadded i this margin tsrgel are
tha mehigvesment of e sirabegie goaks and the wilization of philanthroplc revessss 10 fund
8 premasgy share of oporalions,

*  Heanch enhancoments and new operating arcas s plammed along with meating classesim
noouds for Whil, but mo major new capital projects are fissded by oporations during the
five years.

Seming goals, mapping foetes, assigning respomabilaty, schicving objestives, and sdapusg are
porg NOLS skillls, Through sts aseszal budpel cysles, daaly exooation. and tnesieo meclmgs,
MOLS will map it rosstes sowand the obgectives sot in this plan; define checkpoinis and
timelings, assign responsibidities; chart progress: and adape. [ dhe omd, bovever, it is only & plan.
in clessic MOLS fxdion, we will lead ithe schood by relying on common semse, good pedgment,
our values and purpene, and comenitment 1o wewandship
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Goals of Strategic Significance

Anention 1o MOLE" mission and core values—wildermess, education, safefy, community,
exceflence. and leadership—has made the schood a leader in wildemess skills, wildemess
medicine, and experiennial and leadership education. Contmaing improvement, excellence, and
leadesahiop mn thess arcas 14 a ¢ontral commmment of this plan. We willl relang our bt practies
and fooes on outstanding exdiion. 'We will remam humble, avosd complacincy, and wolioms
the responsibility of the keadership posation that we have attained as an ocducator.

W will nlse secept the nalis and costs of significently increaseng our miteniion w the following
five imstimtives. W shall pursoe dsem with passios and in 8 manner that is coemivice with our
missiern, values, and the keig-term sirengeh al the sohosal, W recognizs thal tsey will odien he
imlorrelatad and cvoss many opevational houndasnes within the sohoal. As camcumstanies mmt
we may redefine them. They were selevied from a broader bisi—sirategic planning must. in pari,
involve deciding what not to prioritize. These poals were broadly endomed by oar community in
the developmest of this plan; ane consastest with BOLS" mission and values and willl broades,
strengihen, and decpen the school,

L. Seall Excellence

Y. Diversiiy

3 Evidente-Based Curriculum [y clopment
4. Enviresmendal Sewardship

&, Philanthrepic Support

1. Stafl Excellence
Tk Cioval
WIS attracts and develops excellest stall who are maotivated to support and provide
exncepronal student expenences. To meet future needs, sur focis will be bath o eetention
and development of current staf while reensting sdditional stafl oo meet our fusarne needs.
T achiove thaz, WOLS will mise Scully and slalf commpenscition g0 3 lovel that is compasable
i nonprofi peers in auldoos education and closer 0 othar nonprafil organications of simelar
sime mmed complexity. Mominal aggregaic salary spending will be inoreased by [#5 in
calemdar year S0 and agsbn in JMFEL 6% in 2000; snd ab 0 mie roeghly parallel 1o inflstion
in 204 1 1 20013,

Additional investmem will be made n recruitment; initiall and comtinuing imatnecior traimg;
comarmications with siafl and instructors: analysis and refinoment of sl imvel plass; and
caredr menioring, developenent, and planning.

These cvoipenaation and spcidsg inceeascs will depesd of the samulianasms achisvermsnt of
the schasd s puals. for annual net assel pains = a poreimiage of revenues (150, the conelusion
by ihe board of Brustecs and executive direcior team that they will be sustainable, and the
contimaing achievemsent of MOLS" other primary orgasizational goals.

Lonles)

WOHLE strives 0 altrd, reonet, and retain the bost intown and instructional staf¥ in the

wutdoor education industry. Exceptional aculty and stafl are the lifchiood of the ROLS

educational exporience. We bave a dikyvear bisory of benefitng from the passion md

dedication of our sl o implement our mission. The sclwead, oul off necessity, also has a boeg
1
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hisiory of compensating below norgwedit marke mies—relving on passion and dedSemtion
retain smd motivaie oo stalT, We Believe thas WOLS bas grown io 8 scale of opemiions and
philamhrogie gt Bal alliv us lo e our compeeralss spemiliog

Ioogdereeen taficn

Onver the serm of this plan, & lcading bodget priority will be the schievement of this (oslty
and sl retemion-fclated goal, Dadcation, passion, and the gqualsty of o massion, values,
program, siudents, and comemunily will, bowgver, remanm the primarny pnca [vasars Tof our
faculty amd stadl. Thas, the achicvement of this plan in it sotality & meant o strengthen those
honds and mprenve staflT recruitment and retention.

Clear communication with facahy and sl will continu o b & peiority for the seem of this
[prlam and thenealber, Thiough stalT mectings, mdividual ssscsumenis, and Feodhack
dhiscsaions, Eaculty and stalT shoubd wadersiand how their work is porocivad, what addigional
trainimg is available, how thewr carcers with %0LS can be expocted o evolve. and whas
apporbemitics fior additonal worlk and sdvancement will realisiscally be available 1o them.

Recognizing thai many MOLS sialT will incviably move 150 new carcers, mong sicelion
wall alsir be dirgciod m axh annual plan sand the dovelopement of career counagling aml
metworking sorvices 1o assist empliovecs as thay Burther their careor ot BOLS or asssd thom in
ithear paarsuif of differem career opportunatics. As stafl transition away froes BOLS, we will
encoumpe ongoing relationships as volomeors, abawmi supponers, and pari-time instnsciors.

Diversiny

The Gioal

WML smndents, Taculty, and seail will come fram more dvers Backgrounds. 11 s a centeal
ahjcctive of this plan For NOLS wa Broaden the soope of its focus bevesd its imaditional
audienoes.

W will enhasoe the strength, and bresdth of appeal, of our current cumiculum and progmms
by exnpanding asd sdapiing them o sddress o suden body, Baculry, and s1alT froem mone
dhiveric hackproasds, This o vall ks akBdive —megognizing amd maiaamng the
wxpellnee and effectinendss of the program we aurrently offeor,

We will maintain the current level of financial ad as a pevcenimge of paition revenue and
distribute i thicangh a program mansged 1o ssppon o diversity goals.

Assgning oomtinuing tremds, and s implemont our diversity efforts, we recognine tha ROLS
will need o Turther develop standards and sools for e seloction of sdmited sodenis at times
when the number of spplicanis excecds the member of class spaces that we can offer. Cur
poal shall he o saviemize the number of studems most likely 1o bemefil from a NO0LS
siluiaton,

Conlex
Wi belicve that multiple perspectives and experiences are cssential 1o leaming. MOLS wishes
1o b an iselusive commmunity and respects the def¥erences tha make cach of us unkque. 'We
ebsese that our mission amd values dsoald be relevan nd imporsst o sl people and tha we
will i reass oo impacd by reflectang the pempectives and pocds of drverse commssitics in
amar curmicubas and pragram. By divemity. we mean differomces ensompassing ethnicity, raoe.
socioeeconomie background, gender, sevmal cneniation, fasth, age, sed matoral origin

L
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Detailed Goals and Tactics

This section contaies fufther goals and dacissy For B five premary focus arces af B plan, |8 alus
domiaine goals and objectives for the six wiher foous areas ol this plan that eniaill kess change
firom present practices.

The Focal Points of the Strat Plan
Groals af Strategic Significance

L. 54l Excellence

2. Diversity

1. Evidence-Based Camiculum Development

4, Environmental Stewunrdship

., Fhilanthropic Suppon

Focus Areas for Suppert and Enhancement
6. Snadents
T. Rizk Managemenl
K. Access to Wildemess Classrooms
9. Technalogy
L Expandling Brand Asvoreness

I 1. Financial Equilibrium and Strength

[
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i. %tall Excellence

Eurihex Croals aped Tostics
1. %l are valued for thesr comribulions o outsianding studeat experiences and cdecational
AR TR,

LR

L

b,

¢I

Compormalam
Tarpeted ovorall incresses of [0, 1{Ps and 6% respectively for calendar '08-' 10
{28 3% overall) pronvided thai:

1, ohe planned incrore S suasmable;

il, MOLS achieves (s fimancial goals beludisg, wishou |imststion, annual nel asssl

gaind of 3% ar groater; and,

fii. MOLS continues 1o pchéeve organirational suooess.
Bodpeted imcremses from *11-"13 will roughdy pamlle| mdlation rates s NOLS sddrreces
wiher sirmegse prioritics. This aleo relszs on such increases heing sovisnable,
Travel eapesncs: Review effectivencia of wavl plan and make adjustmcnts s
appropiate and affonlahle
Porformance appraial- A emplovecs receive a8 heast ong comprobanainve
appragl annually that provides growth-omenied positive and constructive feedback.
SmiT advisory work groups: Saaill advisory work groups {iniown, febd stafl, and Wil
instructons) inforen decislon-making on commpensation and other sass,
Revesw effectinvgnea ol fasulty prograse such as Annual Figld Peogras (AFP), W1
Anngal Posation (W AP Instructor Dervidopesent Fund {1DF), asd Rocognition o
Praleasional Exponenoe {ROPE) and make adjustmenis as appropriaic.

WOHLS recruins exoelben safl

a

= rm o

i

-

Compssralsen goal relerencad ba 1ia) above Bas R, i pan, on eaery-levgl
cuipensation lor waow stall and WM and NOLS GBoully ersunmg that SOLS sliracis
thi besl now stadl.

Instrucior Course {1C) enrolimeni equals at least 25% of the projecied numbser of feld
sl For thee ear,

IC scholarships represent 0% of oversl] 1C nimon.

Eszabdsh mond-Basad scholarship programs wilh four parnenbeg collcpeunivemtios
Schalarship willl cover the Tull fuihon for an BJC.

Publications: Crpportunities for working a1 MOLS as imsewn stafl and faculty feabared in
various MNOLS publications, e-news, and web media

W wall igenease pusiers of WHLTLS Beld snacior crosasver siadl’
Cirow our WM Bowly 10 mod lussre aoods,

Slalling offiy capamls ifs resunoes o ing lude recruitmsent maniorship position

Initiste and olfer yearly Mew Zealand Instructor Course et sufficwenl local MNew
Fealand and Aostralisn sl peeds are mal.

Achieve our sinfT diversiy goals i omtlingd in the diversity smiegic goal

o WEHLS develins 1is st seadl

Developrent: WOHLS will ofer its stalT comprefamsive canser dovelopment from the
hiring process forward, including ongoing menioring, coaching. and a dynamic sl
semérar program e both cnabde stafl w grow sd MOLS w meot smillsg sead

. Upporiunitics succession: Sepervisors will collaborme wath our besn sadT w idestify

approprats new eppeeriunities fof stall e mrsmin challenged amd invested in the ROELS
mission, B cnsure & gystem of offective sucocssion, md s provide rewanding carcer
iy
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e Apmml ficld smiT mecing: We will continue o cegasire 5 W smmml smiT snesting: and
we willl also initiaie an sanual field smiT mecting with o sirong emphass on Aseal Field
Frogram seadT amending as s means of provsding contemming odacation For all ficld staiT,

d. Wow emploves oncetatson: Humaes resources will offer new employes oricniation on a
seasonal basie

2. Diversity

Furihir Goals st Tactics

1

Diversity an ouf atudent bady o priaftinad and suppaited by stholanbops,

a  Scholarshipe will incteass al a minimssm as a porecnt af okl fuibion rovinus oe
traditionally underserved communities,

Formalize our present partmerships and develop partmerships ot cach NOLS location.
Alhmni of diverse backgrounds will serve as alumni reps.

The pergent of gthase, racial, and smernational calnlop, NOLS Pro, and Wi siudests
il imerease 300, (FYOT % & 120 = 200 3 %)

Wionmen studionts on catalog and NOLS Pro coenes will mercase 10 40905 by 70031,

2 WM comrses willl aim for ovorall gonder balanoe by 2000 3,

L o

| o

Sall Trwining

a  Develop divemity curriculiim matermls Tor the Wik Edueation Notehood,

b, Provide diveruly h‘llﬁ“:ﬂ“'nﬂw Comrag anadl al mmiﬂ meiangs.
LUise thizer and other apportanitics ie educate and s clear expectalions of working with a
diverse audience.

e Develop a main-thesorminer progam for program sspervisers and school disecios so thar
they can be o iraisang Fesuncs 3 our varsus locaises.

Daversity a8 refloctod in the membarship of our board of trestees,

Diversity is reflected in our facalty,

a  The percest of ethnie, racial, sad imernationsl facalty will imeresse by 30%, (FY07 %5 x
1.20 = JOE3 %)

b Wiemen Baculty will inoncase o 4005 by 2003,

. IMiversity is reflecied in our intown siaflf.

o The percent of ethnie, racial, snd micenational directors will erense by 2 (FY07 % &
.40 = 2003 %)

b, Wimsen dirociors. will equal or exooed P by 20013

<. The ponoent of cthnic, rmcial, and intomations]l midelovel managers ( Level E, [ and DE or
mom: LS. enquinalont) will incresse by 200 (FY07 %5 x 130 = 2003 %)

d Women middevel memagers will agel or evceed 305 by 3015



