
M A P P     W O R K P L A N

The purpose of this workplan is to guide, not dictate, the planning process.  As the process unfolds, the Core Support Team should reference the workplan to assess progress and consistency with the timeline.  The workplan should also be revised as needed.  It is important to incorporate concepts or elements that help customize the process to the community’s needs.  As the workplan evolves, build in opportunities to celebrate achievements and recognize successes throughout the entire process.  
The workplan is organized by phase.  The table of contents below includes internal hyperlinks that connect to the different sections of the workplan.  
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Organizing for Success/Partnership Development
Phase Objectives
· To make the process more manageable by laying the groundwork
· To ensure that the appropriate participants are included in the process

· To educate participants on the activities that will be undertaken, their responsibilities, how long it will take, and the results that are expected

· To structure a planning process that engages participants as active partners

· To structure a planning process that uses participants' time well
· To structure a planning process that builds commitment
· To set a tone of openness and sustained commitment among participants

· To structure a planning process that results in a realistic plan 
Resources Needed

	Resource
	Current Resource Availability
	Partner Availability
	Potential Availability

	At least 1 FTE staff
	
	
	

	Meeting space
	
	
	

	Food for first meeting
	
	
	

	Paper and copy costs for orientation materials
	
	
	

	Neutral facilitator
	
	
	


Organizational Structure & Community Representation

	 
	Core Support Team
	MAPP Committee
	Subcommittees
	Community

	Roles and Responsibilities
	• Get the process “off the ground”
• Organize and plan the process
• Identify resources
• Conduct readiness assessment
• Recruit membership for the MAPP committee
	• Convened during this phase
• Provide input on participant recruitment
• Approve plan for MAPP process (as determined by Core Support Team)
• Identify additional resources
	None
	• Community residents should be recruited to participate in committee.
• Broader community should be made aware of the new initiative.

	Individuals Involved
(Name & Affiliation)
	 
	 
	 
	 

	Lead staff
(Name & Affiliation)
	 
	 
	 
	 


Phase Checklist
	Activity
	Lead Staff
	Due Date
	Status

	Complete the “Organizing the Planning Effort: Reasons, Benefits, and Sponsorship” Worksheet.  The reasons for conducting MAPP and the benefits expected should be communicated to partners.  
	
	
	

	Identify partners and create a spreadsheet that includes contact name, email, phone, organization, mission, expertise, resources/assets, long-term availability/interest, and EPHS.  
	
	
	

	Create committee structure
Organize participants according to their potential roles on the Core Support Team, MAPP Committee, Subcommittees, and as members of the community. Committee organization is subject to change as the process progresses.  Partners can influence how committees will function.  This activity simply provides guidance on how well the community and LPHS is represented among the different working committees.
	
	
	

	Identify members of MAPP Committee and determine who the best person would be to formally invite selected members to participate on the MAPP Committee.
	
	
	

	Identify key sponsors for the process
· Sponsors should give legitimacy to the effort by demonstrating public support and endorsing the initiative. 
· Sponsors will also be actively involved in the planning process.  
· Sponsors will also support the process through resource commitment.
· Sponsors will play a management or leadership role (e.g. subcommittee chairmanship) in the planning process.
· Communicate to sponsors the importance of their involvement.
	
	
	

	Consider how participation will be organized
Think about:

· What are the expectations of our participants? Do they prefer formal or informal meetings? 

· What level of participation can we expect from them? 

· Will participants be willing to serve on more than one subcommittee? 

· What kind of overlap should there be among subcommittee membership and MAPP Committee membership?

· What time constraints do participants face? 

· What is their availability for meetings (bi-weekly, monthly)? 

· Should meetings be scheduled regularly or should we identify meeting dates as we proceed through the process? 

· How long should meetings run?

· How willing are participants to do "homework" between meetings? 

· What are their expectations for the timeframe of the planning process?

· What meeting logistics should be considered (such as size of the geographical area, travel required for meetings, and meeting locations)?

Even though it may be difficult to determine the answers to these questions, and partners should have opportunities to answer these questions at a later time, an early consideration of these issues will help create a timeline and workplan for the MAPP process.
	
	
	

	Create a timeline and draft workplan (this document) 

Think about: 

· What will the process entail?

· How long will it take?

· What results are we seeking and how will we know when we are finished?

· Who will be responsible for carrying out specific activities?

See Meeting Planning for 18 months.xls
	
	
	

	Assess resource needs

· Staff time

· Data collection and information gathering

· Meeting space, meals, and refreshments

· Travel by participants, staff, or consultants

· Report production and printing

· Consultant costs
· Educational and training materials
	
	
	

	Create a budget

· See MAPP Budget Worksheet.doc
· Factor in resources available through partners
	
	
	

	Conduct a readiness assessment

· See Readiness Assessment Worksheet.doc
	
	
	

	Plan first meeting
· Agenda
· Pre-meeting assignments (orientation materials for review)
· Post-meeting assignments (follow-up work)
· Meeting objectives

· Food

· Meeting space

· Room set-up

· Sub-committee sign up sheet

· Meeting evaluation (reference meeting objectives)
	
	
	

	Contact all partners, inform them about the MAPP process, and invite them to the first meeting.  Partners should be informed about what their participation will entail and how their participation will contribute to their missions and the overall health of the community.
	
	
	

	With the MAPP Core Support Team, determine how the process will be managed as it moves along.  Update the workplan, meeting planning document, and subcommittee assignments.  Complete Barriers Worksheet.
	
	
	

	Evaluate the effectiveness of Organizing for Success using this workplan document and phase objectives (see example evaluation questions).
	
	
	


Visioning
Phase Objectives

· To guide the community through a collaborative process resulting in a shared vision 

· To create a vision that is a statement of the ideal future

· To guide the community through a collaborative process resulting in common values
· To create values that are fundamental principles and beliefs that will guide the community through the process

· To create a vision that provides focus, purpose, and direction to the MAPP process

Resources Needed

	Resource
	Current Resource Availability
	Partner Availability
	Potential Availability

	At least 1 FTE staff
	
	
	

	Meeting space
	
	
	

	Food 
	
	
	

	Materials for visioning process (e.g. flip charts)
	
	
	

	Neutral facilitator
	
	
	

	Printing of vision
	
	
	


Organizational Structure & Community Representation

	 
	Core Support Team
	MAPP Committee
	Subcommittees
	Community

	Roles and Responsibilities
	• Plan visioning sessions
• Ensure proper facilitation 
• Summarize the results of the meeting(s)
• Draft vision and values statements
	• Oversee and participate in the visioning phase
• Develop a plan for gaining broad community participation and identify community representatives
	None recommended, however, some committees may want to designate a subcommittee to conduct the activities identified for the core support team.
	Broad community participation is essential.
• Announcements should be made broadly through community mechanisms (media, etc.).  
• Visioning session logistics should promote broad community participation.

	Individuals Involved
(Name & Affiliation)
	 
	 
	 
	 

	Lead staff
(Name & Affiliation)
	 
	 
	 
	 


Phase Checklist

	Activity
	Lead Staff
	Due Date
	Status

	Identify other visioning efforts.  Make connections between previous and existing visions.
	
	
	

	Design the visioning process
· Who will be invited?
· Where will the process be conducted?

· What methods will be used to gather information for vision? (e.g. small-group discussions, town-hall, multi-method approach)

· How will the values be developed?

· Who will facilitate the process?  
· How will the information be captured? Who will record the information?
· How will the vision be shared with the community?

· See Tip Sheet-The Visioning Process
	
	
	

	Invite participants
How will the visioning session be marketed?

· Invitations from MAPP Committee or other county leaders

· Formal invitations

· Community flyers

· Website

· E-mail/distribution Lists

· Media

· Community centers, churches, schools, civic clubs, local businesses, recreation centers, etc.
	
	
	

	Finalize vision and value statements and share with the community and LPHS partners
· Display on website, flyers, orientation materials, local newspaper, etc.

· Remember to refer to vision at subsequent phases of the MAPP process.
	
	
	

	Consider branding the MAPP process.  Logos and marketing materials can be created based on vision and value statements.
	
	
	

	Evaluate the visioning process
	
	
	


Community Health Status Assessment
Phase Objectives

· To determine the health status of the community

· To gather data for important health indicators 

Resources Needed

	Resource
	Current Resource Availability
	Partner Availability
	Potential Availability

	At least 1 FTE staff
	
	
	

	Access to data sources
	
	
	

	Computer with software
	
	
	

	Paper and copy costs 
	
	
	

	Meeting space for subcommittee meeting
	
	
	


Organizational Structure & Community Representation

	 
	Core Support Team
	MAPP Committee
	Subcommittees
	Community

	Roles and Responsibilities
	• Support Committee and Subcommittee activities
• Assist with collection and analysis of data, compilation of community health profile, and dissemination/ presentation of results to community
	• Oversee subcommittee activities
• Identify sources for data
• Select locally-appropriate indicators
• Provide input into Community Health Profile development
	• Subcommittee, with expertise in data, should oversee the CHSA
• Collect and analyze data
• Compile Community Health Profile
• Present/ disseminate results to community
	• The Community Health Profile should be presented to and disseminated throughout the community 
• Community participation should occur through the committee, but additional community participants may be recruited if desired.

	Individuals Involved
(Name & Affiliation)
	 
	 
	 
	 

	Lead staff
(Name & Affiliation)
	 
	 
	 
	 


Phase Checklist

	Activity
	Lead Staff
	Due Date
	Status

	Create subcommittee
Subcommittee should include members who:
· Have access to data

· Can analyze data

· Can facilitate community ownership of data

· Have an interest in data
	
	
	

	Collect data for core CHSA indicators
· Reference Core Indicators
· Reference state and local databases, previous health assessment reports, partner organization data sources before determining if primary data collection is necessary
	
	
	

	Collect data for indicators that are particular interest to the community
· Reference the vision statement

· Reference results from the CTSA

· Reference Extended Indicators List
	
	
	

	Conduct primary data collection, if necessary

· Data collection does not have to be perfect.  Note limitations.  Improvements can be made in future iterations.
	
	
	

	Organize and analyze data 

· At a minimum, analyze data by demography, socioeconomic status, mortality rates, gender, age, race, ethnicity, and other common population subgroups
	
	
	

	Compile results into a community health profile  
The community health profile can be presented in several different formats:
· Written report
· PowerPoint presentations
· Online report
	
	
	

	Disseminate community health profile
· Share with the community, partners, elected officials, media, etc.
	
	
	

	Create a system to monitor indicators over time
Sustainable system monitoring requires clear definition of roles, including leadership, coordination and communication.  One organization can take the lead, but other organizations should contribute to the monitoring of the data system.

Subcommittee should make decisions related to:

· Frequency of data collection

· Quality of data

· Comparison to peer, state, or national data

· Need to modify or add indicators

· Methods for maintaining data systems, and 

· Communication mechanisms to assist in keeping the monitoring in place.
	
	
	

	Create a list of challenges and opportunities related to health status.  
Partners should examine the CHSA results in light of the following questions: 

· Does this health problem affect large numbers of people, have serious consequences, show evidence of wide disparity between groups or increasing trends, and is it susceptible to proven interventions?

· Does the issue have broad implications over the long term for potential health improvements?

· By addressing this issue, is there potential for a major breakthrough in approaching community health improvement?

· Is this issue one that has been persistent, nagging, and seemingly unsolvable?

· Does this issue identify a particular strength that can be replicated throughout the community?

· Is ongoing monitoring of this issue possible?

Ideally, the final list will include 10-15 community health status issues that will be more closely examined in the Identify Strategic Issues phase of MAPP.
	
	
	


Local Public Health System Assessment
Phase Objectives

· To determine the components, activities, competencies, and capacity of the local public health system
· To determine how the essential public health services are being provided in the community
Resources Needed

	Resource
	Current Resource Availability
	Partner Availability
	Potential Availability

	At least 1 FTE staff
	
	
	

	Meeting space for subcommittee
	
	
	

	Meeting space for NPHPSP instrument completion
	
	
	

	Food for NPHPSP instrument meeting
	
	
	

	Paper and copy costs for orientation materials for NPHPSP instrument completion
	
	
	

	Facilitators & recorders for NPHPSP meeting
	
	
	


Organizational Structure & Community Representation

	 
	Core Support Team
	MAPP Committee
	Subcommittees
	Community

	Roles and Responsibilities
	• Support Committee and Subcommittee activities
	• Participate in Essential Services Orientation session 
• Respond to performance measures instrument
• Discuss results/identify challenges and opportunities
	• Subcommittee may be convened to oversee LPHSA.
• Prepare for LPHSA activities and ensure effective implementation
• Ensure facilitation/ recording of all sessions
	• Community participation should occur through the committee, but additional community participants can be recruited if desired.

	Individuals Involved
(Name & Affiliation)
	 
	 
	 
	 

	Lead staff
(Name & Affiliation)
	 
	 
	 
	 


Phase Checklist

	Activity
	Lead Staff
	Due Date
	Status

	Convene LPHSA subcommittee 
Members should:
· Represent diverse segments of the local public health system.  Ideally, at least one individual from each essential service should be recruited.

· Familiarize themselves with the NPHPSP instrument
	
	
	

	Get leadership support
· Sponsors and leaders should advocate and explicitly support NPHPSP instrument completion.  

· Leaders should articulate the purpose, importance, and function of the NPHPSP within the context of community health improvement
	
	
	

	Decide NPHPSP local instrument completion format  
(see pp. 17-21 User’s Guide.)
· Retreat 
· Series of meeting

· Note: It takes about 8-10 hours for groups of 12-20 participants to complete the entire instrument.  Meeting time can be reduced by assigning different groups 1-2 essential services.
	
	
	

	Identify resource needs for NPHPSP instrument completion

· Facilitators(s)

· Recorders

· Meeting space

· Food

· Materials (instruments, voting cards, flip charts)

· Staff time
	
	
	

	Identify organizations and contacts that represent all the different sectors of the local public health system.  Identify in what ways local public health system entities contribute to essential public health services. (Preliminary brainstorm can be supplemented at the NPHPSP meeting using facilitated discussion.)  (see EPHS Partner Worksheet)
	
	
	

	Invite system partners
· Explain how their organizations are components of the local public health system and the importance of their participation in the NPHPSP process.

· Explain the purpose of the NPHPSP. Explain how the assessment results will be used.
· Explain the time commitment.
· Explain the benefits of completing the NPHPSP instrument (see User’s Guide p.4).
· Provide background materials (e.g. essential service model standards, description of the NPHPSP, meeting agenda)
	
	
	

	Identify and train facilitators and recorders (see Facilitator’s Guide and User’s Guide p. 30)
· Review the instrument and ensure facilitators are very familiar with the structure of the instrument and the process that will be used to complete the instrument.
· Ensure that facilitators understand how consensus will be reached.

· Ensure that facilitators will be able to address clarification questions related to instrument questions.

· Ensure that all facilitators will lead their groups in the same way to ensure consistency in response (see User’s Guide pp. 26-28).
· Ensure a systematic and consistent process for capturing qualitative information shared at the meeting.
	
	
	

	Orient participants to the NPHPSP instrument
· Ensure that partners understand the concept of the LPHS.
· Review the instrument format, ground rules, voting methods, and materials available for reference (e.g. 10 EPHS Poster).
	
	
	

	Complete the priority and agency contribution questionnaires (Optional, see User’s Guide pp. 77-84)
	
	
	

	Submit data to PHF
· Remember to submit the respondent information form (see User’s Guide pp. 72-75) and include priority and agency questionnaires if completed.
	
	
	

	Review results and determine challenges and opportunities
Through facilitated discussion, categorize essential activities into one of the following groups (see Challenges and Opportunities Matrix):

· Success, maintain effort

· Success, cut back resources

· Challenge, requires increased activity

· Challenge, requires increase coordination

Supplement responses with comments captured by recorders during instrument completion.
	
	
	

	Evaluate NPHPSP instrument completion
	
	
	

	Share results with partners.  PHF generated reports can be tailored to different audiences.
	
	
	


Community Themes and Strengths Assessment
Phase Objectives

· To identify concerns, opinions, and issues that are important to the community 
· To determine how quality of life is perceived in the community

· To identify assets in the community that can be used to improve health

· To encourage community ownership and responsibility of the process

· To identify themes that validate findings from other assessments

Resources Needed

	Resource
	Current Resource Availability
	Partner Availability
	Potential Availability

	At least 1 FTE staff
	
	
	

	Meeting space for subcommittee meeting
	
	
	

	Meeting space for collecting CTSA data
	
	
	

	Food for CTSA meeting
	
	
	

	Paper and copy costs for orientation materials
	
	
	

	Neutral facilitator
	
	
	


Organizational Structure & Community Representation

	 
	Core Support Team
	MAPP Committee
	Subcommittees
	Community

	Roles and Responsibilities
	• Support Committee and Subcommittee activities
	• Oversee subcommittee activities
• Provide recommendations for gaining broad community participation
• Participate in activities as needed
	• Subcommittee to oversee activities is recommended
• Identify appropriate activities and plan how to undertake them
• Oversee implementation of activities
• Compile results 
	Broad community participation is essential.
• Announcements should be made broadly through community mechanisms (media, etc.).  
• All activities should promote broad community participation.

	Individuals Involved
(Name & Affiliation)
	 
	 
	 
	 

	Lead staff
(Name & Affiliation)
	 
	 
	 
	 


Phase Checklist

	Activity
	Lead Staff
	Due Date
	Status

	Create a CTSA subcommittee.  Members should have an interest or expertise in collecting qualitative data.
	
	
	

	Choose the method(s) for collecting CTSA data

Methods include:
· Community meetings

· Community asset mapping

· Community dialogues

· Focus groups

· Walking or windshield surveys

· Photovoice

· Individual discussions/interviews

· Surveys 

Reference CTSA Information Gathering Matrix
Remember that this assessment collects three different types of information:

· Community concerns, opinions, suggestions

· Perceptions of quality of life

· Community assets

(see question examples)
	
	
	

	Identify resource needs such as:
· Consultants

· Survey instrument development and dissemination

· Meeting space

· Travel costs

· Staff time
	
	
	

	Implement data gathering activities
· Ensure broad representation of input
· Capture information offered by the community that is not solicited via formal data collection methods
	
	
	

	Collect data

· Summarize data (see CTSA Issues, Perceptions & Assets worksheet)
· Create an asset map
	
	
	

	Share results with community and engage community in subsequent process activities.
	
	
	


Forces of Change Assessment
Phase Objectives

· To determine what is occurring or might occur that affects the health of the community and the local public health system 
· To identify threats and opportunities related to forces of change

Resources Needed

	Resource
	Current Resource Availability
	Partner Availability
	Potential Availability

	At least 1 FTE staff
	
	
	

	Meeting space
	
	
	

	Food 
	
	
	

	Paper and copy costs for orientation materials
	
	
	

	Neutral facilitator
	
	
	


Organizational Structure & Community Representation

	 
	Core Support Team
	MAPP Committee
	Subcommittees
	Community

	Roles and Responsibilities
	• Prepare for and plan brainstorming session(s)
• Ensure facilitation and work with the facilitator 
• Summarize and compile the results of the meetings
	• Entire committee should participate in brainstorming session(s).
• Identify threats and opportunities for each force of change
	None recommended, however, some committees may want to designate a subcommittee to conduct the activities identified for the core support team.
	Community participation should occur through the committee, but additional community participants may be recruited if desired.

	Individuals Involved
(Name & Affiliation)
	 
	 
	 
	 

	Lead staff
(Name & Affiliation)
	 
	 
	 
	 


Phase Checklist

	Activity
	Lead Staff
	Due Date
	Status

	Determine the brainstorming method (e.g. round robin, brainwriting) that will be used to collect Forces of Change information
· Identify a facilitator

· Identify a notetaker

· Find a convenient location 
· Prepare materials and questions for facilitator 

· Brainstorming Worksheet
· Threats & Opportunities Worksheet
	
	
	

	Invite MAPP committee members and other leaders in the community.  
Participants should be:
· “big picture” thinkers, “movers and shakers”

· aware of the important social, economic, and political trends
	
	
	

	Compile and synthesize results
· Threats & Opportunities Worksheet
	
	
	


Identifying Strategic Issues
Phase Objectives

· To analyze and synthesize the data from all four MAPP assessments

· To determine which issues are critical to the success of the local public health system

· To identify the fundamental policy choices or critical challenges that must be addressed in order for a community to achieve its vision

Resources Needed

	Resource
	Current Resource Availability
	Partner Availability
	Potential Availability

	At least 1 FTE staff
	
	
	

	Meeting space
	
	
	

	Food for meeting
	
	
	

	Paper and copy costs for printing data results and vision
	
	
	

	Neutral facilitator
	
	
	


Organizational Structure & Community Representation

	 
	Core Support Team
	MAPP Committee
	Subcommittees
	Community

	Roles and Responsibilities
	• Prepare compilation of results from four MAPP Assessments.
•  Staffs meeting(s) at which strategic issues are identified
• Summarize the results of the meeting(s)
	• Entire committee should participate in meeting(s) at which strategic issues are identified and analyzed.
	Small groups can be charged with specific tasks
	None recommended.  However, some MAPP users have invited community members to Identifying Strategic Issue retreats and meetings while other MAPP users have completed this phase in 2 stages. First, the MAPP committee solicits feedback from the community then uses community feedback to finalize strategic issues.

	Individuals Involved
(Name & Affiliation)
	 
	 
	 
	 

	Lead staff
(Name & Affiliation)
	 
	 
	 
	 


Phase Checklist

	Activity
	Lead Staff
	Due Date
	Status

	Determine the method(s) for completing this phase
· Identify the forum and duration (e.g. 1 day retreat, town hall event, several meetings in different locations)

· Identify who will be involved (e.g. MAPP Committee with/out all subcommittees and/or entire community) and in what ways (e.g. community provides input first, then MAPP committee finalizes strategic issues)
· Identify a facilitator 
· Create a process for analyzing and synthesizing the data 
· Devise a consensus or voting process for deciding final strategic issues
	
	
	

	Compile and share summarized results from all four assessments, together with the vision, with community partners
	
	
	

	Using the method identified for completing this phase, identify potential strategic issues referencing data assessment results and community vision.  
· Reference the assessment data to establish an understanding of the challenges and opportunities related to a strategic issue

· Use the Strategic Issues Relationship Diagram to ensure that each strategic issue is informed by all four assessments
	
	
	

	Compose strategic issues as questions that need to be answered in order for a community to reach its vision and verify that issues are strategic.  See Verifying Strategic Issues.  See Strategic Issues Identification Worksheet 
	
	
	

	Prioritize strategic issues 
· Determine the consequences of not addressing an issue (see Strategic Issues Identification Worksheet).  Issues usually fall into one of three categories:

· No action is currently required, but the issue should be monitored for future action (e.g., population, immigration, demographic shirts, or growth of managed care)

· Action can be determined through the strategic planning process (most issues will fall into this category)

· The issue appears urgent and requires an immediate response (e.g., legislation that is being considered)

· Consolidate overlapping or related issues.  Strategic issues should be consolidated to a limited number of discrete non-overlapping issues. Review all identified strategic issues and ask:

· How are they related?

· Do they chare causes or influences that make them strategic?

· Can strategic issues be combined without losing a key perspective?

· Arrange issues into an ordered list.  Strategic issues can be ordered in 3 ways.

· Logical order: Resolving issues in the sequence in which they should be addressed.  The resolution of one issue leads is contingent on the resolution of another
· Impact order: Resolving easier issues can build momentum, teamwork, consensus, and solutions to more complicated issues

· Temporal order:  Resolving issues according to a timeline (e.g. legislative or funding cycle)
	
	
	

	Share final list of strategic issues with community partners and evaluate the process used to identify the issues
	
	
	


Formulating Goals and Strategies
Phase Objectives

· To formulate goal statements for each strategic issue.  Goals are broad, long-term aims that define the desired result associated with identified strategic issues.  
· To identify broad strategies for addressing issues and achieving goals related to the community’s vision.  Strategies are patterns of action, decisions, and policies that guide a local public health system toward a vision or goal.  
· To develop and adopt an interrelated set of strategy statements

· To create a collection of goals and strategies that provide a comprehensive picture of how local public health system partners will achieve a healthy community
Resources Needed

	Resource
	Current Resource Availability
	Partner Availability
	Potential Availability

	At least 1 FTE staff
	
	
	

	Meeting space
	
	
	

	Food 
	
	
	

	Paper and copy costs 
	
	
	

	Neutral facilitator
	
	
	


Organizational Structure & Community Representation

	 
	Core Support Team
	MAPP Committee
	Subcommittees
	Community

	Roles and Responsibilities
	• Staff meeting(s) 
• Prepare information to assist in developing strategies and goals
• Summarize the results of the meeting(s)
• Draft the planning report
	• Entire committee should participate in meeting(s) at which strategies and goals are selected and confirmed.
• Oversee development of the planning report and adopt the plan
	None recommended, although if desired, small groups may be formed to discuss each strategic issue in-depth and identify the goals, strategies, and barriers.  
	Community buy-in of strategies and goals should occur.

	Individuals Involved
(Name & Affiliation)
	 
	 
	 
	 

	Lead staff
(Name & Affiliation)
	 
	 
	 
	 


Phase Checklist

	Activity
	Lead Staff
	Due Date
	Status

	Determine the method(s) for completing this phase
· Identify the forum and duration (e.g. 1 day retreat, series of meetings)

· Identify who will be involved (e.g. MAPP Committee or small groups comprised of MAPP committee, subcommittee, and community members) and in what ways 

· Identify a facilitator 

· Create a process for identifying and agreeing upon goals and strategies
	
	
	

	Using the method identified for completing this phase, develop goals by referencing the vision statement and strategic issues
· Visions often have several components.  Each of the components may require a different goal and strategy.

· Review strategic issues and identify goals that will be achieved when those issues are resolved.

· Small groups can be created around each goal.
	
	
	

	Using the method identified for completing this phase, generate strategy alternatives
In generating strategies…

· Think about past patterns of action, new realizations, and previous strategies that worked or didn’t work.

· Reference vision statement and assessment data.
· Consider strengths, opportunities, and threats that will need to be addressed.
· Remember that goals may have several strategy alternatives and strategies may cut across goals.

Generate several strategies that reflect the range of choices the community may select in order to achieve its vision.

Resist pressures to settle for an obvious or comfortable strategy.
	
	
	

	Brainstorm barriers to implementation  
Think about…
· Resources
· Community support

· Legal or policy impediments to authority

· Technological difficulties

· Limited organizational or management capacity

Barriers do not necessarily eliminate a strategy alternative.  However, they should alert the community to obstacles that must be addressed if the alternative is pursued.

See Strategy Development Worksheet
	
	
	

	Draft implementation details  
Consider…

· What specific actions need to take place?

· What is a reasonable timeline?

· Which organizations and individuals should be involved?

· What resources are required and where will they come from?

See Strategy Development Worksheet 
	
	
	

	Select strategies 
Use the Strategy Development Matrix to examine how strategies and goals related to each other as well as for resolving redundancies and identifying gaps.  Strategies may be seen not only as alternatives, but as complementary elements of a strategy set.  Closely-related strategy alternatives may be consolidated or organized in a sequential or hierarchical order.
(See PEARL test.)
	
	
	

	Adopt strategies
This can be a formal or informal adoption.  If decision making has been informal throughout the process, than an informal adoption may be best.  However, a separate decision to adopt the entire plan should take place to indicate its significance and the participants’ commitment to the identified strategies.  Formal adoption at a special meeting can mark the end of the planning process and beginning of plan adoption.  Take into account challenges encountered throughout the process in reaching agreement.  Also take note of the political and economic context in which the strategies are publicly adopted.  
	
	
	

	Draft the planning report 

· The report should serve as a reference for what has been decided.

· The report will test the consensus about the agreements reached during the process.  

· The report will communicate the vision, goals, and strategies to partners and the broader community.

The report is not an implementation plan.  Rather, it is a plan outlining broad strategic courses of action about which the community has reached consensus.

In developing the plan, think about…

· Content and format:  Will the plan report be a simple summary of the strategies or will it document the whole process?  

· Logistics for producing the plan: How will the plan be produced? Who will produce the plan?

· Incorporating input throughout the document development process.  How will input from participants be gathered between the production of the rough draft and the final product?
	
	
	

	Celebrate the final plan 
The MAPP Committee should adopt the final plan.  Participant organizations could also adopt the final plan.  The plan should be widely disseminated and celebrated throughout the community.
	
	
	


Action Cycle
Phase Objectives

· To use goals and strategies identified in the previous phase to develop practical work plans

· To implement an action plan for addressing priority goals and objectives

· To evaluate an action plan for addressing priority goals and objectives

· To create an action cycle process that uses evaluation to improve subsequent iterations of the cycle

· To create local public health system partner accountability for action plan activities

· To sustain the process and continue implementation over time

· To ensure the continuous involvement of local public health system partners

Resources Needed

	Resource
	Current Resource Availability
	Partner Availability
	Potential Availability

	At least 1 FTE staff
	
	
	

	
	
	
	

	
	
	
	

	
	
	
	

	
	
	
	


Organizational Structure & Community Representation

	 
	Core Support Team
	MAPP Committee
	Subcommittees
	Community

	Roles and Responsibilities
	• Provide support to assure process sustains itself and action occurs
• Recruit additional participants as needed
	• Oversee action planning, implementation, and evaluation
• Oversee recruitment of additional participants as needed
	• Subcommittee(s) should be formed to oversee implementation and evaluation.
• Small groups may be formed to oversee action plans for each strategy.
	• Broad community awareness of implementation.
• Community participation in action plan implementation.

	Individuals Involved
(Name & Affiliation)
	 
	 
	 
	 

	Lead staff
(Name & Affiliation)
	 
	 
	 
	 


Phase Checklist

	Activity
	Lead Staff
	Due Date
	Status

	Organize for action 
Participants should address the following questions:

· Are the right people included? Who are they?

· What should the structure be for facilitating accountability?

· What committees should be convened?

Participants should include the participants that will play a key role in implementing and evaluating the strategies. The selection of strategies in the previous phase may have identified necessary players who have, thus far, not been participants. 
This step should involve individuals who can make budgetary or broad policy commitments for their agencies, groups, or coalitions.
(See NKY PHSIP Survey)
	
	
	

	Create an action cycle oversight committee
There should be an entity responsible for ensuring that the MAPP process is sustained. Several options may be considered:

· Have the MAPP Committee, as a whole, play this role.

· Establish a subcommittee to oversee the three components of the Action Cycle.

· Establish a subcommittee to oversee implementation, while a separate subcommittee oversees evaluation.

The committee overseeing implementation should address the following questions:

· What do we expect from the leaders of this coordination, etc.?

· What kinds of communication mechanisms need to be in place among participants (including quality, frequency, breadth, depth)?

· What products should result from evaluation and monitoring activities (e.g., evaluation model, reports, recognition, etc.)?

The committee also considers how work will be completed and how connections will be made throughout the planning and implementation process. 
	
	
	

	Create a subgroups 

Small subgroups around each goal and its selected strategies can help manage the process.
Include appropriate representatives and key implementers in the relevant groups. 
The small groups develop objectives and establish accountability, and then bring recommendations back to the MAPP Committee for refinement.
	
	
	

	Develop objectives accountability
Develop measurable outcome objective(s) for each identified strategy. Measurable objectives…
· Are valid and reliable,

· Are directly associated with the achievement of the strategy,

· Link performance to the expected improvement,

· Tighten rather than diffuse accountability,

· Are responsive to changes in expected results, &
· Provide timely feedback at a reasonable cost.

(See Tip Sheet-Description of Terms Used in Objective Setting)
	
	
	

	Establish accountability for achieving objectives  
· In subgroups, using brainstorming processes and dialogue, develop the objectives and identify a plan for accountability. 
· Subgroups should bring their recommendations to the MAPP Committee for discussion. 
· Conduct periodic discussions among all participants to identify linkages, address gaps, and ensure that the small groups are working effectively.  

· Once accountability for each objective is identified, each participating organization should individually identify how the goals, strategies, and outcome objectives can be incorporated into their organizational mission statements and plans. 
	
	
	

	Develop action plans
Translate outcome objectives into specific action plans and activities to be carried out by the responsible MAPP participants. Action planning should include: 

· Specific activities
· Names of implementers
· Timeframes
· Needed resources. 
Action plans may be organization-specific or may call for collective action from a number of organizations.

(see example action plans: Action Group Planning Template, Draft Action Plan  NKY, Implementation Plan Worksheet)
	
	
	

	Review action plans for opportunities for coordination 
· MAPP Committee should identify common or duplicative activities and seek ways to combine or coordinate the use of limited community resources.
· Organize a large meeting where all of the goals, objectives, and action plans are presented and discussed. 
· The implementation plan (strategies, objectives, accountability) should also be reviewed so that all participants understand their role in the implementation of the MAPP plan.  
· During this meeting also identify opportunities to coordinate and collaborate on action plan activities. A review of the four MAPP Assessments may be useful for exploring assets, strengths, and opportunities.
	
	
	

	Implement and monitor action plans  
· All MAPP participants should be involved in implementing a minimum of one strategy. 
· Other organizations or individuals might have to be brought on board.  

· The broad community should be made aware of the strategic goals that are being addressed. 
· Media, such as newspapers, newsletters, radio, and television, should be used to educate the community about the strategies and the progress that is being made on an ongoing basis. See the Tip Sheet-Engaging the Media for suggestions.
· The implementation subcommittee should ensure that implementation moves forward. The subcommittee should maintain contact with each action plan leader to ensure that activities are ongoing and that barriers are being addressed.
	
	
	

	Evaluate the entire MAPP process and each strategy
· Determine who needs to be involved in evaluation
· Identify what is being evaluated

· Define the strategies and activities that will be evaluated.  Revisit the goals, strategies, and action plans being implemented, as well as the components of the vision that connect to each strategy.

· Formulate the questions the evaluation will answer.  Examples include:

· How well was the activity performed?

· How effective was the activity?

· How well did the activity meet our stated goals (i.e., the shared community vision)?

· What could be changed to improve the activity next time?

· Identify the methodologies for answering evaluation questions (see examples: Feedback Form, Evaluation MP Form, Sample Evaluation Report  East Central HD Nebraska, San Antonio Subcommittee Feedback Form)
· Create a plan for carrying out evaluation activities

· Define a strategy for reporting evaluation results

· Gather credible evidence, i.e. trustworthy, acceptable information to answer the evaluation questions.  
· Information may come from a variety of sources, including participants, community health indicators, and other sources of data that demonstrate what happened after the implementation of the activity.
· Justify conclusions, i.e. recommendations and implications of the evaluation are based on an analysis of the data gathered, not just the team’s opinions or feelings about how the activity was implemented.
· See Sample Evaluation Report  East Central HD Nebraska
	
	
	

	Share lessons learned and celebrate successes
· Reward participants for their hard work. 

· Recognize volunteers and develop a resource pool of people who can be called upon to help out.

· Use frequent, on-going, and creative approaches to celebrate successes and recognize the efforts of the community.
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