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SESSION 4:
FINALIZING THE PLAN

OVERVIEW
Purpose: During this session, participants will:
e Finalize SMART Goals
e Identify strategies to support goals
e Select measures for documenting programs

Estimated Time to Complete: 4 hours

Materials Needed:

o Nametags
Name tents
Sign in sheets
Flip charts
Markers
Dominoes

Handouts:
e  SMART Goal Criteria (Session 3, Handout 4)
Regional Economic Development Planning Chart (2 pages)
SET Measurement Plan (2 pages)
Ideas & Sources for Measuring (2 pages)
Plan of Action Chart (2 pages)
High Quality Plan Guidance Handout (Session 1, Handout 2)
High Quality Plan Scoring Tool




INSTRUCTIONS

Have this slide up when participants enter the room.

Icebreaker/Opener

Divide the group into teams of 3-5 people.
Give each team the same number of dominoes
(depending on space, typically 15-20 is good).

On a table for each team, place three dominoes
set with several inches between (see picture).

Instruct the team that their goal will be to
knock down all three dominoes but once the
competition starts, they can only touch one
domino (you determine which one based on
how you’ve set it up.)

Their task, then, is to align their remaining
resources (aka dominoes) in order to ensure
that their starting action (pushing over one
domino) will result in the identified goal
(knocking over the other two dominoes).

Set a short timer (again, depending on the size
of the group, but typically 5 minutes is ample.)
Once each team is ready, have each team take
turns testing their work.

Debrief:

Explain that today’s work is to identify the
actions and measures that will lead to
successfully accomplishing the regional goals.
Ask:

*How do you see this exercise mirroring
that work?

*If there were groups that were
unsuccessful, what lessons could the
group take?

*If all groups were successful, ask what
could have happened to prevent
success?

e ——
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Finalizing
the Plan

Session Four

SLIDE #1
TIME: 10 MINUTES

SUPPLIES: DOMINOES (ENOUGH TO HAVE
15-20 PER SMALL GROUP OF 3-5 PEOPLE)

HANDOUTS: NONE
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Stronger Economies Together



SET COACHES’ Guide | Session 4

INSTRUCTIONS

Session Overview l

Goal: To outline the purpose of this session.

Set the stage for this session by reviewing the * Finalizing SMART Goals
bullets on the slide. » Designing Strategies and Actions to
Meet Goals

* Identifying Appropriate Measures

* Deliverable: Crafting strategies,
actions and measures to support the
Regional Plan

D Hst1

SLIDE #2

TIME: 1 MINUTE
SUPPLIES: NONE

HANDOUTS: NONE




INSTRUCTIONS

Goal: To finalize goals.

[NOTE: If the region has decided to focus
on SMART objectives rather than SMART
goals, you may wish to shift this slide
down and reframe as objectives. Either
way, the group should agree together on
the goals before moving forward.]

Before progressing toward the next steps,
get reports back on refined SMART goals
from the previous session.

Two important tasks of this step are:
*Ensure that goals are written in
SMART format
*Ensure the larger group has buy-in
to all of the goals.

Ask a representative from each group that
formed goals to read the refined goal. It
may be helpful to have them write these

on flip chart paper before sharing. Ask the

group:
*Does this meet the SMART
criteria?
*|s this a goal that we can see as
valuable to our regional
economic plan?

Once the group is satisfied with the goals
they have selected and have refined them
to their final version, the group is ready to
progress.

e —
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Checking In: SMART Goals l

@@

SMART

. i

SLIDE #3
TIME: 10-15 MINUTES
SUPPLIES: FLIP CHART AND MARKERS

HANDOUTS: SMART GOALS CRITERIA FROM
PREVIOUS SESSION

M SET
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INSTRUCTIONS

Goal: This transition slide prepares
participants to consider the path they will
need to take to reach the goals they have
identified.

At this point, the coach can either:
*Play the ABC video
*Walk through the section and
provided needed explanation

along the way
D SET

SLIDE #4

TIME: 1 MINUTE
SUPPLIES: NONE

HANDOUTS: REGIONAL ECONOMIC
DEVELOPMENT PLANNING CHART
(HANDOUT 2)

ABC VIDEO LINK:
HTTPS://YOUTU.BE/EVMDOP7FOMG
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INSTRUCTIONS

SLIDE #5 Start with the End in Mind l

TIME: 5 MINUTES

SUPPLIES: FLIP CHART PAPER, NEWSPRINT, Conditions
OR WORD PROCESSING TABLE DISPLAYED
ON SCREEN

*What do you hope is different because of SET?
HANDOUTS: SET PLANNING CHART *What conditions do you hope to change?

(HANDOUT 2) W
_ SET

Goal: To identify the long-term changes the region seeks through its goals.

It is easy for a group to get an idea or direction in mind without thinking all the way to the end of the journey.
This slide begins a discussion of thinking through the desired outcomes in order to ultimately select the best
strategies. The group will spend the next 20-30 minutes designing a plan aimed at success.

You may guide the participants to identify short, medium and long term outcomes in a number of ways. Below
is one example of how this can be done. Regardless of the method you choose, ensure that the responses are
captured in some visual format that can be preserved and translated into the plan document.

Advance preparation: Either set up two flip chart pages side by side, a segment of newsprint, or a chartin a
word processing program that can be displayed on a screen large enough for participants to see. Use handout 2
as a guide with the top 3 boxes on the left leading to the 3 boxes on the bottom, 6 boxes (or columns across).
Place one of the region’s SMART goals at the top of the page.

While you will be walking the group through one example together, allow time after each step for participants
to complete that step for the other goals. If the group is large enough, you can divide them into small teams so
that you alternate walking the group through the example (using a real goal), then give them time to complete
the step for their goal. Be sure to give check in time either after each step or at various intervals (such as after
the ABCs, then after the strategies, then after the measures) to allow groups working on other goals give and
receive feedback with their counterparts. The small group work can be done on large charts like you will use
for the example or can be done directly onto the planning chart.

For that goal, ask participants to consider what success will look like. In other words, 5-10 years down the road,
if the efforts towards this goal have been wonderfully successful, what changes in the regional conditions would
they expect? Explain that conditions are overarching changes they hope to see as a result of their efforts. It
generally can take more years to see changes in conditions so thinking 5-10 years out is usually a reasonable
time period. These are long-term outcomes for the goal.

Record responses in the far right hand column on the chart. Listen carefully for responses as descriptions of
behaviors or suggestions about changes in attitudes, skills or knowledge will go in a different column.

— SongrEnanies gt
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INSTRUCTIONS

—

Goal: To move the region to intermediate Changes in Behaviors Change Conditions
outcomes, which tend to be centered on
behavior changes.

During this section, introduce participants to
intermediate outcomes, defined primarily as
behavior changes in the ABC model. For the
elements within our control, conditions do not
change without behavior changes. For

Behavior Conditions

What behaviors need in your region
to reach conditions you identified?

instance, a person won’t get to their ideal
weight without changing eating habits and/or #SH
changing exercise habits. People generally get

that example. SLIDE #6

So, ask participants to consider what behavior TIME: 10 MINUTES

changes would have to occur to change the
conditions identified in the previous exercise.
This will not be what they, as a regional HANDOUTS: NONE
planning team, need to do differently. Rather,

this focuses on what behaviors they hope to

impact by their work. Add responses to that

portion of the chart you are developing in the

column just to the left of Conditions.

SUPPLIES: NONE

— SongrEramies et




INSTRUCTIONS

Goal: To help region identify short term
outcomes, which tend to be centered on
changes in Attitudes, Knowledge or Skills.

Generally, behaviors change when people
think differently. This can include new
knowledge, changed attitudes, or gaining a
new skill. This can happen fairly quickly, so
tend to be short term outcomes. One note
that is sometimes challenging here is the
difference between learning a new skill and a
behavior change. Going back to the simple
example of losing weight, | might take a class
and learn to cook in more healthful ways.
That is a skill. However, if | take that skill
home and begin using it on a regular basis,
then | am practicing a behavior change.

Continuing to build backwards on the chart,
ask the participants to identify the
attitudes/knowledge/skills needed to prompt
the behavior changes they hope to foster. List
these in the column to the right of behaviors.
Be sure to prompt participants to think
carefully about all three kinds of ‘brain power’
— attitudes, knowledge, and skills. All three
may spark some new angles to help guide the
success of the plan.

Stop at this point, and ask for any questions or
clarification on these three levels of
outcomes. The next slide will change gears
toward selecting appropriate strategies. Thus,
these outcomes need to be clearly defined
before attempting to select a strategy that is
appropriate. This is also a good time to stop
and check in with other groups working on
other goals if you have not already stopped to
hear feedback.

P ——
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Attitudes, Knowledge & Skills
Change Behavior

Attitude,
Knowledge  Behavior  Conditions

or Skill

To change the behaviors you identified,
what changes in attitudes, skills or knowledge are

needed?
MseT

SLIDE #7

TIME: 15 MINUTES

SUPPLIES: NONE

HANDOUTS: NONE

M SET

Stronger Economies Together
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INSTRUCTIONS

Goal: To identify the strategies needed to Strategies: What We Do I

move the goal forward.

Strategies Target Audience

This slide transitions to the strategies the
regional team will contribute to the Do Jfer
_ . mings > orwith > [JECIEHN
process. The regional partners will need to People
intentionally select actions that lead their

. * Workshops *Clients
target audience toward the outcomes + Counseling - Stakeholders
. . .. * Technical Assist. * Partners
(ABCs) they have identified. This involves * Materials ~Businesses

two parts: (1) the action the regional team
plans to take to reach the outcomes and #SH

(2) the target audience for that action. The

regional partnership will need to do some SLIDE #8
things to, for, or with the people so that
you can help move them toward the TIME: 2 MINUTES
identified ABCs. The things the regional
team does (such as provide workshops, SUPPLIES: NONE

counseling or technical assistance) are
actions the team takes to help guide
people (participants) toward the ABCs
identified. These participants usually
involve a specific target group (such as
high school seniors, small business
owners, local elected officials, etc.)

HANDOUTS: NONE

In order to reach a complex goal, chances
are quite good that the participants will
identify more than one strategy and more
than one target audience. The next few
slides will help clarify the strategies that
will make the most sense for the regional
initiative.

— SongrEnanies gt




INSTRUCTIONS

SET COACHES’ Guide | Session 4

Goal: To refine the list of strategies for
each goal

Use the guiding questions on this slide to
help the regional team select the
strategies that best fit the goals and
outcomes (ABCs) they established. Several
strategies may have already been
mentioned. It may be helpful to stop at
this point and have the group list some of
the strategies they have in mind that have
the potential of linking the region to the
desired ABCs. These can be captured on a
flip chart for all to view. Instruct the group
to refrain from debating the potential
strategies at this point. Simply capture
ideas for the following discussion. Once
the group is satisfied with the potential
strategy list, begin helping them narrow
down to the most important strategies
using the questions on the slide.

Once decisions are made about the
strategies to pursue, add these to the
relevant columns in the chart you have
been developing. Be sure to include

target audiences for the various strategies.

This is another good check point for other
groups working on goals.

Strategies: Key Questions

Which ones will:
* Come closest to producing the desired outcomes (ABCs)?
* Appeal most to your target audience?

» Make the best uses of resources & assets?

* Help overcome key barriers? r d

* Be likely to spur the growth of the
identified clusters?

D— ST

SLIDE #9

A
2 -

TIME: 15 MINUTES

SUPPLIES: NONE

HANDOUTS: NONE

— SongrEnanies gt




INSTRUCTIONS
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Goal: To ensure the logical connections among the
various pieces identified (this is a component of the
High Quality Plan evaluation).

Use this slide to help participants understand the
connection between all of the pieces discussed so
far. The top flow chart is the model. The bottom flow
chart shows an actual example of how it could all
work.

In the simplified example, suppose the region
decided to offer e-commerce training and technical
assistance to small business owners and
entrepreneurs in the region as one of the strategies.
The connections might go something like this:

A small business owner (target audience) attends
the training (strategy) and learns how a Web
presence could enhance business sales (knowledge).
He then decides it is important to create a well-
designed website (attitude), and he learns the ‘how
to’ principles of building and maintaining the site
(skill).

Because of these changes in attitude, knowledge
and skills, the business owner actually builds the
business website (behavior). As you can see, the
owner did something (behavior) with the
attitude/knowledge/skills changes that he
experienced. Because the business owner launched
his site (behavior), his annual sales increased and so
did his profit (condition). This condition, then, helped
to successfully reach the overall goal of building a
stronger small business base in the region.

At this point, ask each group working on the separate
goals to tell a quick story showing the connections to
the pieces. To keep it energized, you might even set
a timer. Five minutes should be more than enough.
A really tight story can usually be told in under two
minutes. However, this is important AND is one of
the criteria for a high quality plan so be sure to give it
attention.

e ——

Connecting the Pieces

Attitudes,
Knowledge,
and Skills

Behavior Conditions

Participants Participants.
Participants
Web learn the _pa see
build
training value of ) increased
7 website
website revenue

*
x

SLIDE #10

| Should Tell a Logical Story

TIME: 5 MINUTES PER GOAL
SUPPLIES: NONE

HANDOUTS: NONE

M SET

Stronger Economies Together



INSTRUCTIONS

Goal: To begin exploring measures for
the plan.

This slide sets up the scenario where a
strategy has been implemented over time
with no apparent success. Using the
example on the previous slide or the
actual goal chart you have developed,
have the regional team consider the
question on the slide. A good visual way
to help people to think through this is to
record responses on sticky notes. As a
person suggests a potential point of failure
ask that person (or a recorder) to jot it on
a sticky note. Then place the note directly
over that part of the chart. Once all of the
suggestions have been made. Have the
small groups work through the same
process for the other goals.

Then, using the sticky notes as guides,
have each small group consider which of
these would be most important to track.
Remind the group to consider multiple
points along the way rather than just one
point (short, intermediate, and long-term
measures).

e ——
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Tr—

acking Progress on the Plan

* Problem: You have followed your
strategies for five years, but your 1‘
desired condition is not being i
reached. !

* Discussion: What are some
possible points at which the
strategy failed to produce the P
desired condition?

. i

SLIDE #11

TIME: 15 MINUTES

SUPPLIES: NONE

HANDOUTS: NONE

M SET

Stronger Economies Together



INSTRUCTIONS

Goal: To provide an example of
appropriate measures along the way
toward a goal.

This slide assembles all the check points
that can help re-direct or refine a strategy,
which can ultimately help the team reach
its goals successfully. Talk through how
each of these can help identify a potential
course correction to keep the initiative on
track toward the goal. Have participants
consider how they could correct a course
at any of these steps with information
from the potential measures.

For instance:

¢ Measuring the number of
trainings and participants tells us
whether or not our marketing
materials are working to bring
people to

the sessions. It may also tell us
whether our choices of
dates/times/locations are ideal.

*  Post assessments can give us an
idea whether or not the
participants understood the
material presented.

*  Number of websites started gives
us a glimpse at potential needs for
technical assistance or other
implementation needs.

*  Websites generating income may
help in tweaking the quality of
sites as business owners progress.”

e ——

SET COACHES’ Guide | Session 4

P—

oints for Course Correction

Participants e Participants |
chililey Participants d:bepa L
Web learn the . see
e build +
training value of 5 increased /
5 website /
website revenue /

L% %

Number of Scores on Number of New Websites
Trainings & \ Post Websites Generating
Participants Assessment Started Income

. i

SLIDE #12

Number of

TIME: 3 MINUTES

SUPPLIES: NONE

HANDOUTS: NONE

M SET

Stronger Economies Together
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INSTRUCTIONS

Goal: To begin framing out a Tracking Success
measurement plan

Once each group has determined which
elements were most important to
measure, use this framework and SET Measuring

Measurement Plan handout to develop a

measurement plan for tracking what is
most important. As each team works
through this task, encourage them to

Success

—

make meaningful but realistic choices SET
about what to measure. A delicate

balance exists between trying to measure SLIDE #13
too much and not measuring enough. The

Ideas & Sources for Measuring handout TIME: 15 MINUTES

may provide some ideas.

SUPPLIES: NONE

Once the measurement plans are drafted,
ask participants to consider what the 3-5
things are across the planning chart that
matter the most to track. This will give the
participants some good ideas about where
to focus their attention if they cannot
measure the entire contents of the plan.
Another way to help narrow the content is
to consider what they would like to be
able to share in a success story related to
this goal in 5 years. Because of our work
on this goal, we have....

e ——

HANDOUTS: SET MEASUREMENT PLAN
(HANDOUT 3)

IDEAS & SOURCES FOR MEASURING
(HANDOUT 4)

M SET

Stronger Economies Together
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INSTRUCTIONS

T—

SLIDE #14 hree Elements of a Plan of Action

TIME: 20 MINUTES *Needs to get done?

SUPPLIES: NONE
o Will take responsibility?

HANDOUTS: PLAN OF ACTION CHART
(HANDOUT 5) o Will the task be finished

MseT
Goal: To guide the development of a Plan of Action

Introduce participants to the basic elements of a Plan of Action so they can draft their own plan. This is a key element of
the High Quality Plan as it demonstrates responsibility, initial tasks and timelines. Descriptions and some guiding thoughts
for each are below. A number of different processes can keep this work moving. One approach would be for each group
working on a specific goal to outline the steps needed on a flipchart and then go back and number them in order. Next
they would identify a person to take lead on each step. One rule: they cannot put someone’s name on that is not in the
room. If someone is needed for the plan of action that isn’t present to volunteer, then an action step has to be that
someone in the room will contact them to gain their support. Next, the person volunteering identifies the date they can
have the task complete.

Four basic elements make up a viable Plan of Action:

. Specific steps to launch the identified strategy — What steps would need to be taken to help move from where
you are now to the point where you are launching your identified strategies? Have the teams to break the steps
into manageable ‘bites’ and arrange the bites into a logical order.

. A person who will take leadership for each of the steps — The team cannot move forward if you have an
‘unclaimed’ step. Steps should be shared evenly among the partners so the load is not shouldered by just a few
partners. Also, avoid assigning steps to ‘all team members’ unless it is a task that everyone really must have a role
in carrying out (something that’s pretty unusual for most team assignments). The old adage applies here,
‘Everyone’s job is nobody’s job.’ If a step does need to be shared among more than one person, ask for a ‘lead’ to
help keep the step on track.

. A realistic timetable for completing each step — Keeping things rolling is vital! Having a timeline for completion of
tasks is very important. Avoid assigning deadlines when possible. Instead, ask each person who takes ownership
of a task when he can realistically complete the step. This accomplishes a few worthy goals. First, it enhances the
individual’s buy-in to the timetable. If | make a commitment to complete a task by a certain date, it carries much
more weight with me than if you assign an arbitrary date that does not take into account my other obligations or
constraints. Second, it can help identify potential roadblocks or stumbling points. For instance, suppose a person
accepting a step indicates he or she cannot complete the step until two months from now. Other steps are now
‘on hold’ for completion of that step. If the two-month delay will threaten forward movement, it may be a good
idea to either negotiate the date with the person, or see if someone else would be willing to take on the step
within a shorter timeline

This is a significant component of the region’s High Quality Plan. It demonstrates responsibility, initial tasks and timelines,
which are all important elements in the plan. This document is recommended as an addendum to the plan to help
demonstrate these elements.”

M SET

Stronger Economies Together
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INSTRUCTIONS

Goal: To outline the final steps toward N I

ext Steps

submitting a plan for review
*Finalize regional plan

* Check against High Quality

Finishing this planning process does not Plan Guidelines
mean the work of SET is over. In fact, it is

just beginning. Just as having a house

* Present to State Resource
Team for feedback and

guidance
blueprint is not the same thing as building «Submit for Peer Review
a house, having a regional plan does not *Other thoughts

mean you are building a regional economy

unless you put the plan into action. Use

this slide to solidify plans to complete the _ﬂ
regional plan, in keeping with the High

Quality Plan Guidelines, and to present it SLIDE #15
to the State Partner Team and Peer Review
Process for feedback and guidance. Feel
free to add other steps appropriate for
your region to ensure that the plan is
completed and put into action. HANDOUTS: NONE

TIME: 5-10 MINUTES

SUPPLIES: NONE

— orgrEnanies el




INSTRUCTIONS

Goal: To remind participants of the
elements of a High Quality Plan

This slide serves as a reminder of the

building blocks to the High Quality Plan.
Refer the group also to the High Quality
Plan Guidance Handout from session 1.

One good exercise to help the group think
more objectively about this is that ask
them to score their own plan individually
once the pieces are all put together. This
may be an eye-opening experience,
particularly if some in the group have not
been at every session.

s ——
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Producing a High Quality Plan:
The Essential Components

Broadly
Supported

JSET

SLIDE #16

Evidence-Based

Team's
. . Regional
Aligned with Plan
Goals

Focused on
Regional
Economic

Development

TIME: 5 MINUTE
SUPPLIES: NONE

HANDOUTS: HIGH QUALITY PLAN
GUIDANCE HANDOUT (HANDOUT 2 FROM
SESSION 1)

HIGH QUALITY PLAN SCORING TOOL
(HANDOUT 7)

-

A SET

Stronger Economies Together
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INSTRUCTIONS

Timeline .

When?

Goal: Ensure team is on the same page
with dates for the tasks moving forward.

Take time to agree on the timeline moving

forward along with the tasks to be

accomplished (such as finalizing writing,

internal reviewing, setting dates with the

State Resource Team for review, etc.) Who?

Additionally, ensure that a specific person #
(or small group) is taking responsibility for _—SH

each step that needs to be accomplished.

SLIDE #17
TIME: 10 MINUTES
SUPPLIES: NONE

HANDOUTS: NONE
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INSTRUCTIONS

Insert your own contact information and
any logos you choose. .

USDA PURDUE
== g

SLIDE #18

TIME:
SUPPLIES: NONE

HANDOUTS: NONE
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