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Planning and Decision Making

Presented at the Affiliate Leadership Skills Workshop, 2013

Putting a plan together, charting a course for your affiliate begins with two simple questions?  Where do you want to go?  What do you want to become?  

We begin by establishing the Vision of the organization.  Basically a short, substantive statement of where you want to take your affiliate.  

ACNM’s Vision Statement

Advancing the health and well-being of women and newborns by setting the standard for midwifery excellence.
What is important about the Vision is that everything you do as an affiliate needs to support achieving that vision.  

Planning is the exercise of:

· Developing information (historical data, surveys, the environment)

· Identifying areas that need attention

· Focusing on priorities.  

Operationally, an affiliate then delegates responsibilities and allocates resources.

ACNM Affiliates are in a fortunate position of being part of a greater whole – the ACNM – which has much of the information that an affiliate might want to have to develop their own plan of action.  Through study and discussion, a number of different key issues will appear.  Supporting ACNM initiatives at the affiliate level should be at the top of the list. In many cases ACNM provides resources specifically designed for affiliates to accomplish this.

As a membership organization the opinions of ACNM members can be very important.  It isn’t hard to generate a list of areas that need attention.  In this phase of the planning process ideas will begin to flow.  The next step is critically important.  

There are always more things to do than you have resources to do them.  Trying to do everything will almost always end up with little to nothing being accomplished.  It is also a recipe for frustrated volunteers and members.  

It is the responsibility of the affiliate’s board and the organization to focus their resources on the critical few items.  At some point in the future after you evaluate your progress you can change your focus or take up a great idea.  

A workable and successful plan should not be long and detailed.  We recommend a plan with clear key objectives and clear action steps to achieve those objectives.  As you move forward the objectives can be refined or reestablished as needed.  

A sample plan is below only as an example.  
	Vision
	First Six Months
	Second Six Months

	Finance

	Careful budget management (staff/board)
	Build a reserve of one year’s operating income
	Operate with a surplus

	Membership

	Increase membership to XXX
	Appoint mini task group (Board/Pres)
	Develop plan/implement as possible (task group)

	Increase Public Relations in Affiliate
	Recruit PR committee; develop ideas and plan (Board/Pres)
	Begin/implement PR Plan

	Education

	Hold two CE programs in Affiliate
	Appoint mini task group for CE programs
	Identify and plan CE programs

	Governance

	Develop a leadership recruiting program
	Establish leader recruiting task force (Board/Pres)
	Implement plan of task force

	Implement Board Training
	Hold BOD training Program
	Evaluate and plan next session

	ACNM Annual Meeting

	Increase attendance of affiliate members at Annual Meeting
	Appoint mini task group (BOD/Pres);

--Identify likely attendees (task group)
--Begin promotion
	Continue promotion

	Advocacy

	Visit State Legislature
	Plan Board state house visit
	Board to visit Capitol Hill

	Support ACNM efforts
	Appoint Advocacy Committee
	

	Increase members/prospective member awareness
	Assign to PR Committee above as part of PR plan
	


The plan should be reviewed periodically; maybe quarterly or at least semiannually.  It can become a guide to the Board for action.  Resources need to be allocated and budgeted to support items in the Plan.  You probably won’t be able to do everything at once; that is why you have prioritized.  Resources include volunteer/staff time and energy in addition to financial resources allocated through your budget.

One of the advantages of a plan becomes evident when someone has a new and great idea.  Because you have limited resources you will have to consider whether or not you can take resources and focus away from an existing project to support the new great idea.  Having a plan allows you to respond to those with the great ideas that you agree, they have a great idea but that it doesn’t fit into your existing plan and priorities.  You can however consider the great idea as part of your annual plan review.

Ensure that Committees and task groups understand the objectives and any limitations – share the Vision.  When everyone in the organization understands where you are going it becomes much easier to get there.  

This is especially true when tasks and responsibilities are delegated.  Committees, task groups and staff need clear objectives and an understanding of any parameters (financial, deadlines, etc.) to achieve success.

Achieving strategic objectives takes time.  Building financial reserves, growing membership and increasing participation build on themselves.  Progress made towards the goal is key.

Some Planning and Decision Making Ground Rules

· The Plan belongs to the Board.  Only the Board can add, subtract or change the Plan.

· Identify what you want accomplished and who/what is responsible for implementation.  Delegate to the appropriate committee/staff department and allow them to do their job.  

· Do not micromanage

· All ideas have merit but some might have to wait their turn

· Everyone on the Board/Committee must participate in the dialogue and the decision making

· Speak Up – if you have a concern, idea, and question or comment it should be voiced.  Don’t wait until after the meeting to tell everyone at the bar.

· Once the decision is made everyone on the Board supports it

· The Plan and progress should be reviewed at Board meetings.  If you have monthly meetings you may want the review to take place each quarter.

· Organization volunteers must be brought into the plan.  Having a common Vision and objectives are important to making progress.

· The Plan is a tool.  It is a working document that should be updated, adjusted or changed as conditions warrant.

· Delegate assignments and tasks clearly with objectives, budget and deadlines noted.

· Budget should reflect the Plan.  Don’t put together a great plan and then not support it.

· If it isn’t in the Plan it shouldn’t be in the budget.

Note: you can find more about planning in the appendix, Dynamic Strategic Planning.
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Once the information is in the 40% to 70% range, go with your gut.





We believe in making decisions and moving on. In many cases, we will have already decided, failed, changed, changed again, and fine-tuned in the same time it would have taken us to just decide in the first place. The difference is we saved a lot of money and we are well ahead of where we would have been.





Colin Powell











