Strategic Visioning and Planning for a Community Based Organization:
San Jose Obrero Mission working within partnership with Imagine Chicago
In late 2006, Imagine Chicago was contacted by the Executive Director of SJOM, a  bi-lingual transitional housing program in Chicago’s Pilsen neighborhood, who was interested in learning more about using Appreciative Inquiry (AI) to see if it might be useful for their board’s strategic planning process. After an initial meeting about to learn more about the AI framework, the ED and the chair of SJOM’s board’s Strategic Planning Committee engaged Imagine Chicago to coach their strategic planning process. Over the course of the ensuing year, Imagine Chicago did AI training and orientation sessions for board and staff members, designed and facilitated community events, and coached the committee through the development and use of AI protocols to take a 360 degree look at the organization internally and externally. The process was used as a primary input in preparing a strategic plan to leverage the strengths the organization had built over 25 years. 

After an initial orientation and training session for the strategic planning committee, the process was launched in a community forum with key stakeholders in Dec 2006. Over the subsequent several months, an interview protocol was developed for key stakeholders, building on the core topics that emerged from that initial meeting . It was subsequently adjusted slightly to get more focused feedback from several specific constituencies, including program beneficiaries and outside community partners. The AI approach was sufficiently compelling that the board decided to use it to do a whole systems evaluation – involving every member of the board and staff, outside community partners, and residents of the program, in order to reinforce a strength-based organizational culture.
Attached are six key AI documents created during that process – 
1. The agenda and protocol of the community kick off event involving multiple stakeholders including members of the Strategic Plan Committee, SJOM’s entire Board, several staff, some clients/former clients, several regular volunteers, some community members, and several funders. 

2. The core AI protocol
3. The AI protocol and agenda used for the residents’ meeting
4. The AI agenda and protocol used for the mission effectiveness staff retreat
5. The AI agenda and protocol used for the partner’s meeting
6. The charge to the board in reviewing the interview data results
San Jose Obrero Mission Strategic Planning Process
An Appreciative Inquiry into SJOM’s Positive Core
12/7/2006
Agenda
5:30 pm Introduction to the Meeting and the Strategic Planning Process   Rev. David Crump, Executive Director, SJOM 10 minutes

Introduction to Appreciative Inquiry for Strategic Planning  Rev. Bliss Browne, President , Imagine Chicago 5 minutes

5:45 pm Stories of Identity and Promise
Step 1: Share Stories of Meaningful Connections to SJOM (at tables) 40 minutes
 

· Reflect on and answer individually the questions on the handout. 

· Share with your table group your connection to SJOM and the most positive/beneficial experience you have had as a result of your involvement with San Jose Obrero Mission?

Step 2: Identify SJOM’s “Positive Core” (at tables) 20 minutes Identify the unique elements of SJOM’s “positive core”. 
· What are the critical success factors which distinguish SJOM, which contribute to its effectiveness, which make it a vital community asset?

Debrief (in plenary) summaries from smaller tables 10 minutes
7:00 pm The Context for Mission and Partnership
Step 3: Social & Political Trends Positively Impacting SJOM (plenary) 20 minutes
As you reflect on your experience in Chicago or what you know about the urban experience in the U.S., what social and political trends have the most important influence/impact on SJOM?

Step 4: SJOM Mission and Partnership Opportunities 30 minutes
Part A
As you reflect on SJOM’s mission and effectiveness as a community resource over the next 2-3 years what would be your fondest hope for its future? Where would you most like to see it focus? What do you see as the heart of its mission? 

Part B
What specific partnership opportunities might be promising that you could help develop? 

8:00 pm Close and next steps (with adjournment not later than 8:30 pm)
The AI core interview protocol developed in partnership with the strategic planning team
AN APPRECIATIVE INQUIRY INTO SAN JOSE OBRERO MISSION
1. PROLOGUE (summary, really brief history frame and why we are here?) 

In 2006 San Jose Obrero Mission (SJOM) celebrated 25 years of providing services in Pilsen for persons who are homeless.  While for brief periods we had an employment office and offered a program for families, most of the time the focus of our organization has been on serving Latino men.  We did this first as an overnight emergency shelter and, since 1999, by offering a more comprehensive program of transitional housing and support services.   

SJOM is currently the only fully bilingual (English – Spanish) interim housing program in Chicago.  Our overarching goal is to offer transitional housing and services that create a pathway to work and stability, especially for Spanish-speaking men. 

We are exploring how best to expand the role we play in the lives of the men we serve and in our community, in order to strengthen the effectiveness of our mission.  Based on what we understand to be the strengths of our organization, we also want to consider strategic options and opportunities for broadening our mission. As a partner in mission, we appreciate your willingness to share your thoughts with us.  
 

EXPLORATION OF CONNECTIONS: 
1. I’d like to begin by finding out a little about your connection to SJOM….(put the interviewee actively into the picture as a person with values and meaning. Purpose: to establish a context for interview which brings out the value based and best self of the interviewee and creates safety and honoring of the person interviewed (that’s what SJOM does in all its programs and practices) 

 

· What attracted you to the organization? 

· What were your initial excitements and impressions when you became involved with the agency? 

 

2. Looking at your entire experience, think of a time when you felt most alive, most involved, or most excited about your involvement with SJOM? … Please share that story…

· What made it an exciting experience? 

· Who were the most significant others involved? 

· Why were they significant? What did their presence contribute? 

· What was it about you that made it a peak experience? What did it touch? 

· What were the most important agency factors that helped make it a peak experience? What strengths in SJOM did it show to you? (For interviewer: Probe leadership qualities, structure, rewards, systems, skills, strategies and relationships) 

Let’s talk for a moment about some things you value deeply.  Specifically, the things you value about 1) yourself; 2) the nature of your work; and 3) the organization. 

· Without being humble, what do you value the most about yourself – as a human being, a friend, a parent, a citizen, a son/daughter, a neighbor? 

· When you are feeling best about your work, what do you value about the task itself? 

· What is it about SJOM that you value? 

· What is the single most important thing SJOM has contributed to your life? 

(Note to interviewer: In the preceding questions, listen for, feel (and record) the story of high point engagement with SJOM…) 
COMMITMENT TO EXCELLENCE
SJOM builds on proven strengths and a commitment to excellence as a caring, community-based organization and has a history of being a pioneer in providing services  for people who are homeless in the Latino community.  This commitment was born out of a response twenty-six years ago to the growing numbers of people who were homeless in the community.  What began as an overnight shelter has evolved to a comprehensive residential and services transitional housing program. 

· What is the most outstanding achievement you have been involved in accomplishing at SJOM?

· What was it about you – unique qualities you have – that made it possible to achieve this result? 

· What organizational factors (e.g., services, leadership, teamwork, culture) fostered this determination to excel or achieve? 

· What suggestions do you have about how to strengthen the organization even more?

 

    EMPOWERING PEOPLE
In empowering organizations, people feel significant.  People feel they and have a chance to make a difference.  They feel that what they do has significance –are valued and they are recognized for their contributions.   

· What has SJOM done to empower your life?

 

· What does SJOM do best (give at least three examples) when it comes to providing a safe and accessible environment for our residents? 

 

· How do people develop these qualities? What are the some of the most consistently empowering practices of SJOM? 

 

· What are the characteristics of a bilingual / bi-cultural organization that you feel contribute to its effectiveness as an empowering organization?  

·  

 

· What more can SJOM do to ensure that its various constituents have meaningful opportunities to make a significant contribution?  

· 
 VITAL COMMUNITY PARTNERSHIP
Partnership is important to SJOM.  Important initiatives usually depend on the support and good will of others within SJOM and in the community.  Partnership requires trust, open channels of communication, responsiveness to others’ needs, outreach, and interpersonal competence. 

· In your experience, what is the common mission or purpose that unites everyone at SJOM? 

· How is this communicated and nurtured? 

· Think of a time when you felt most committed aligned with SJOM and its mission.

· Why did you feel such alignment? 

·  Give one example of how SJOM has shown its commitment to you. 

 

Think of a time when there was an extraordinary display of cooperation between other organizations in the community and SJOM.

· What made such cooperation possible?  (Note to the Interviewer: Explore – planning methods used, communication systems or process, leadership qualities, incentives for cooperation, skills, team development techniques, and others) 

· What was achieved through partnership that could not have been done as effectively working alone?

·  Give an example of the most effective networking relationship you have been a part of.

· What core factors / skills do you feel are essential to good partnership? 

·  What makes SJOM a good partner?

· What additional partnerships do you feel might strengthen its ability to achieve its mission effectively?

· Think of an effective networking relationship you have had in your connection with SJOM.

· What are the factors / skills that made it effective?   

IN CONCLUSION 

What is the core factor that gives vitality and life to San Jose Obrero Mission (in other words, without it the organization would cease to exist)? 

 

· If you could develop or transform the organization in any way you wished, what three things would you do to heighten its vitality, and overall health and mission effectiveness?? 

1.

2.

3.

 

SJOM Residents Meeting March 29, 2007 Agenda
 

7:30 Welcome and overview of planning process. (5 minutes)

7:35 Review of interview protocol (20 minutes) (with translation)

Residents make notes as we review questions

7:55 Sharing of stories and recommendations in pairs (7 minutes each)

 

8:10 Discussion of responses in small groups hosted by members of strategic planning team. (15 minutes)

 

++ strengths of SJOM (this really works, keep doing it)

+ opportunities to strengthen SJOM (this needs work)

+ this is something it would be great if you could start doing

8:25 Plenary discussion about next steps and thank you’s (5 minutes)

 

Overview of Planning Process and Why We are Here
IN 2006 San Jose Obrero Mission (SJOM) celebrated 25 years of providing services in Pilsen for persons who are homeless.  Most of the time the focus has been on serving Latino men.  We did this first as an overnight emergency shelter and, since 1999, by offering a more comprehensive program of transitional housing and support services.  SJOM is currently the only fully bilingual (English – Spanish) interim housing program in Chicago.  Our overarching goal is to offer transitional housing and services that create a pathway to work and stability.

We are exploring how best to expand the role we play in the lives of the men we serve and in our community, in order to strengthen the effectiveness of our mission.  Based on what we understand to be the strengths of our organization, we also want to consider strategic options and opportunities for broadening our mission. As someone who is an active participant in the program, we appreciate your willingness to share your thoughts and stories with us.  

Name___________________________________Interviewer ___________ 
EXPLORATION OF CONNECTIONS: 
Please share a little about your connection to SJOM 

· How did you find out about SJOM and why did you come? 

· What about SJOM do you especially value? 

· In your experience, what is the common mission that unites everyone at SJOM? 

· How is this mission communicated? 

 COMMITMENT TO EXCELLENCE
SJOM builds on a long track record as a caring, community-based organization. It is committed to excellence in all dimensions of its work. 
· What from your time at SJOM stands out for you as a high point story that shows some of the ways SJOM demonstrates excellence as an organization and makes a difference in the lives of those it serves?

· What is the most important thing SJOM has contributed to your life?

 EMPOWERING PEOPLE
In empowering organizations, people feel significant and have a chance to make a difference. They are valued and recognized for their contributions and achievements.   

· What has SJOM done to empower your life?

· What does SJOM do best (please give several examples) to provide a safe and accessible environment for residents? 

·  What are the some of the most consistently empowering practices of SJOM? 

· What does being a bilingual / bi-cultural organization contribute to its effectiveness as an empowering organization?  

· What more can SJOM do to empower residents?

 IN CONCLUSION 
· What makes San Jose Obrero Mission special?

· If you could develop or change the organization in any way you wished, what three things would you do and why?

I would do this … because…………

1.

2.

3.

****************************************************************************************************************

SJOM Mission Effectiveness Staff Retreat April 25,2007
9 am Welcome and introductions. Overview of the day. 
David Crump, SJOM and Bliss Browne, Imagine Chicago

Leadership = animating vision, enabling structures, consistent practices, inspiring connections. How can we increase collective efficacy?

UNDERSTAND…IMAGINE…CREATE

9:15 am UNDERSTAND 
Review of SJOM mission, values and culture (2 small teams) 
· “You can count on SJOM to do this…

· …in this way….

Create a group portrait of the organization’s strengths and values
10:00 am Seeing and drawing on staff strengths (Drawing individual portraits)
· What inspires you most in your job?
· What do you consider your greatest contribution to SJOM?
· What do you consider your greatest strength?
· What do you most enjoy doing outside of work, something that renews your spirit?
What more can we do to make staff strengths visible? What other strengths would you like to add to one another’s portraits?
10:30 am Break
10:45 am Appreciative Interview Protocol on Work Content and Structure
· Brief intro to AI and overview of interview (10 minutes)

· Private reflection on interview questions and making notes (20 minutes)

· Sharing interview reflections with a partner (40 minutes)

Please select as your partner someone from a different area of work at SJOM
On separate post it notes, please list every essential task you do in your job, tasks necessary to accomplishing SJOM’s mission (case managers, program staff, and office staff using different colors of post its)
On yellow post it notes, write additional tasks you might add to your (or someone else’s) current work to expand SJOM’s service or improve its mission effectiveness… 

Create a collective functional map of SJOM (as work is currently organized)
12:30 LUNCH
 

1:00 PM Plenary debriefing of work interview
· What makes this a good place to work?

· What contributes to job effectiveness now?

· Strengths and skills map of staff (add to portraits)

· Examples of excellent teamwork and why it matters

· Recommended changes in nature and structure of work and why

1:45 pm IMAGINE Realigning the puzzle (a creative redesign activity)
Part 1 (in plenary – 15 minutes) 

Develop criteria for improving organizational effectiveness … 

We want to create a new organizational structure that will …
(specify your chosen criteria, for example… make better use of our talents, use our time more effectively, expand program offerings, …, etc.)
Part 2 (In 2 separate cross functional teams- 30 minutes)
Imagine that you are strategic design consultants responsible for recreating the organizational staff structure in a way which satisfies the criteria for improving organizational effectiveness. Take the list of functional tasks and rearrange the pieces into a puzzle that meets your chosen criteria. Brainstorm multiple possible new organizational patterns and job definitions that play to your strengths and interests and can enhance organizational effectiveness. For each pattern, discuss what the advantages and challenges might be of the new arrangement. As a group, decide on what you would recommend. 
Part 3 Each team will present their recommendations to the other team. (15 min)
Part 4 Discussion across teams of ways to improve organizational effectiveness

3:00 pm Break

3:15 CREATING the Path from Here to There (Sharing Leadership Responsibility)
· What we now see (summary) ….

· Recommendations about and to a new ED …

· Sharing responsibility for mission effectiveness. How do we work best as a team, improve our collective efficacy? What will best build shared ownership of organizational excellence?

4:00 Closing Circle
 

************************************************************************
SJOM Participant Interview Protocol ____________________________________________ name
MEANINGFUL WORK
Why did you choose to work at SJOM?
What is your current job description and why it is important to SJOM and those it serves?
What specific tasks consume most of your time at work?
 

 

What gives you the greatest sense of accomplishment?
What SJOM factors most help you do your job well now? (leadership, organizational structure, culture, compensation, communications, team environment, faith-basis, etc.)

JOB ALIGNMENT
What are the ways you feel your job works well now for you… For the organization… ways it is structured “just right?”

 

What tasks, if any, are you now doing that you feel could be more effectively done by someone else?
What do you consider the greatest strengths and skills you bring to SJOM? How are they being used in your work here?

 

What would you like to add to your job, ways you feel your skills and talents could be better applied to accomplish SJOM’s mission? 

 

TEAM BUILDING
What is the most successful team building experience you have been part of at SJOM? What did you and others do that made it really work? 

 

What are the areas in which the SJOM staff needs to work together as a team that cannot happen as well by working separately?

 

How might expanding the role of SJOM volunteers improve staff effectiveness? 

 

What recommendations do you have for creating a greater sense of teamwork? 

 

EXCELLENCE IN MANAGEMENT AND LEADERSHIP
What organizational changes in the nature and structure of how SJOM accomplishes its mission (management changes) would you recommend and why?

 

What qualities and skills do you most hope for in a new executive director and why?

 

What do you most hope to see SJOM accomplish through its strategic planning initiative?
****************************************************************************************************************

SJOM PARTNERS MEETING – for current and prospective community partners
Agenda
10 minutes. Sign in, coffee, welcome and overview of planning process.

15 minutes. Written feedback on questions

20 minutes Discussion of responses in small groups hosted by members of strategic planning team.

40 minutes. Plenary discussion of strategic partnership possibilities and desired community impact.

5 minutes Thanks and discussion of next steps.

Name___________________________ Organization___________________________
In 2006 San Jose Obrero Mission (SJOM) celebrated 25 years of providing services in Pilsen for persons who are homeless-- first as an overnight emergency shelter and, since 1999, by offering a more comprehensive program of transitional housing and support services.   SJOM is currently the only fully bilingual (English – Spanish) interim housing program in Chicago.  Our overarching goal is to offer transitional housing and services that create a pathway to work and stability, especially for Spanish-speaking men. 

We are exploring how best to expand the role we play in the lives of the men we serve and in our community, in order to strengthen our effectiveness.  Building on the strengths of our organization, we want to consider strategic options and opportunities for broadening our mission. As a partner in mission, we appreciate your willingness to share your thoughts with us.  

COMMUNICATIONS 

Effective communications can create a sense of alignment, where each partner understands the mission and how their participation contributes to accomplishing it.  

· How would you describe SJOM’s mission? 

·  What has SJOM done particularly well to educate you about its mission and values? 

·  What would you do to strengthen communications between SJOM and its community partners? 

VITAL COMMUNITY PARTNERSHIP
 

Partnership is very important to SJOM.  Important initiatives depend on the support, involvement and good will of others within SJOM and in the community. 

·  What is the nature of your partnership with SJOM? 

 

· What has been your best experience of partnership with SJOM? (please describe)

 

· What was achieved through partnership that could not have been done as effectively working alone? 

 

·  What has made good cooperation possible?  

· What core factors are essential to good partnership?  

· What additional partnerships and partnership practices could enhance SJOM’s mission effectiveness? 
 

IN CONCLUSION 
If you could develop or transform SJOM in any way you wished, what three things would you do to heighten its vitality, overall health and mission effectiveness as a valued community institution over the next 3-5 years?

1.

2.

3. 
 

Any other thoughts or stories you would like to share? 

 

Thank you very much for your time and thoughts!
*******************************************************************************************************************************************

Post interview Progress report to the board on SJOM Strategic Planning Process
Over the past six months, appreciative individual and focus group interviews were completed with staff, board, individuals including funders, residents, and community partners on topics seen as particular organizational strengths important to SJOM’s strategic thinking about the future. Those topics were: understanding connections to SJOM, good communications, commitment to excellence, empowering practices and expanding partnerships. The questions moved from understanding the best of what is to imagining ways to strengthen SJOM’s collective efficacy in accomplishing its mission. Some group interviews concentrated on particular dimensions of special import to the targeted group; individual interviews may have covered all topics. 

Much valuable data has been collected, transcribed and organized with the source of the data identified by constituency (e.g. board, staff, funder, partner, resident) into the categories identified in the initial interview protocol design as the heart of SJOM’s mission and practice. The task now is to distill the most powerful ideas and potential connections into a set of strategic questions and priorities. We are therefore asking that you review the attached data summaries prior to the next board meeting. We know it is a lot of data but it is worth your review as a portrait of the organization’s strengths and growing edges, fully shared by the partners at every level of our work.

As you look over the data, please reflect on the following:

What ideas seem especially important to you?

What patterns do you notice?

What strategic directions or suggestions emerge from you out of the data?

What strategic issues (if any) do you feel have been overlooked and need to be brought to the planning committee’s attention?

On June xx the strategic planning committee will host an open meeting in which we will take the data and set the themes and target areas for strategic investment and attention. We will take account of your reflections at that meeting. So far, we have noticed things like the confidence the residents have in SJOM as a quality program that cares, the mission focus of the staff, priority of raising to be the organization’s SJOM’s profile through expanded partnerships, etc. If you cannot be present in person, please share your thoughts prior to the meeting in writing. The staff will also be preparing their own summary of what they understand to be the positive core based on feedback from the interviews and context issues they feel need to be taken into account in planning.

Following the June meeting we will draft a set of strategic choices and themes for review at the July full board meeting . That will be a critical meeting for strategic conversation about how best to operationalize the vision and priorities in a set of targeted initiatives and programs. Out of that will come the next 3 year plan. Questions emerging so far include: Do we go with the demographic shift or follow our Latino population? How best can we expand the program to include a surer path to employment for residents? Do we have the right facility for transitional housing? How do we increase the visibility of SJOM? How do we better involve volunteers, including interns? What might we do to serve the homeless population not being served well by others (create unconditional housing?) How can we make transitional housing more important to the community?

We look forward very much to hearing your thoughts and reflections. Thanks for taking the time to listen to what many others shared with us about their hopes for our future.

 

