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Background
District 1 Community Council serves the Southeast St. Paul neighborhoods of Eastview, Conway, Battle Creek, and Highwood Hills by engaging citizen participation with the city of St. Paul and Ramsey County.  Its mission is to create opportunities for the people who live and work in these neighborhoods to engage with each other and with their government officials in order to build a more vibrant and welcoming community. 

The Council guides citizens to local government resources and keeps them informed of issues that arise in the neighborhoods.  Zoning and development, crime prevention and safety, and environmental concerns are the primary areas the Council deals with under its contract with the city.  But it also helps individuals build relationships with neighbors and create the kind of community they would like to see. 

District 1 Community Council’s board of directors oversees the Council and consists of up to 15 residents, employees, or employers of the four neighborhoods. Each director is elected to a two-year term at the annual meeting in March. The Council staff consists of a part-time community organizer and a part-time crime prevention specialist.   Each director serves on one of three committees:  Hearings, Communications or Finance. 

With a limited budget and very little reserve, the Council faced financial challenges that required consolidations and cutbacks over the past year.  At the same time community demands and changing demographics began to stretch the organization to its limits prompting leaders to address these challenges in a process aimed at sharpening the Council’s focus and strengthening the board to lead toward greater stability for the years ahead.

Strategic Development Process
A Strategic Development Team (SDT) consisting of five board members and the Executive Director was created to champion and drive the process.  The team’s work, facilitated by a consultant from MAP for Nonprofits, began with agreement on overall outcomes of the process as:

· Consensus by board and staff on organizational direction and goals for the next three years. 

· New / renewed enthusiasm by the board for the Council mission and their critical role as stewards and leading champions of it.

· Clear understanding by board of best practices of effective nonprofit governance as they relate to the new strategic direction and the board’s role as distinct from the staff’s in implementing it. 

To focus and simplify the process, given the limited time and budget, the Team identified the following focus questions to guide their thinking throughout the consultation period and beyond:

1. Where is D1 headed over the next 3 years? 
2. What does the board need to do (and be) to get us there? 
Based on organizational data including input from the Strategic Development Team, surveys, and community focus groups, the Team engaged in a brief environmental scan which resulted in a profile of District 1’s situation in 2007 (see SWOT, Appendix).  The profile showed the District as:
· Increasingly younger and older (little population growth in the middle) and increasingly diverse

· Characterized by increasing wealth disparities—bottom falling lower

· Characterized by high turnover of businesses with a predominance of national franchises vs. locally-owned and insufficient diversity in types of businesses

· In need of infrastructure improvements – perhaps overlooked due to perception of D1 as a newer district and therefore not in need in this area

· Increasingly concerned about environmental issues

It showed the Council as:

· Stretched thin in terms of staff with two part-time employees in two different offices

· Needing greater involvement by individual board members and a need on the board for representation from the Asian community 

· Temporarily stable in terms of finances but vulnerable due to heavy dependence on City funding

· Needing the resources to collect district-wide data about community priorities

· Not well-known in community

Given the critical needs for board development, the next step in the process was to conduct a brief board survey and training session (see appendix), to ensure board members had an understanding of the board’s strengths and weaknesses and had a common grounding in best practices.  Through the training and subsequent strategic planning retreat participating board members deepened their involvement in effective governance and obtained resources for future board development.  

The Strategic Development Team included:

Strategic Development Team


Consultant




Betsy Leach





Christine Hammes
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Phil Fuehrer
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Vicki Barry
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Linda Roatch
Strategic Plan

Rationale for this planning process including long-range vision

Council   2008-2010                                                                                       District – Vision 2040

· 3-year Vision   

· Goal                     

· Goal

· Goal              

Long-Range Vision for the District

The Council envisions a District where people are engaged with their neighborhoods and each other; they celebrate the diversity among them; they access and nurture the area’s many economic, social, educational, and environmental resources; and they ensure a climate of safety and trust.

District 1 Community Council Mission Statement 

Our mission is to create opportunities for the people who live and work in our neighborhoods to engage with each other and with our government officials in order to build a more vibrant and welcoming community.

2008-2010 Council Goals

Goal One:  Strengthen the District 1 board of directors process and structure to maximize its involvement on behalf of the District through clarified expectations and increased representation of the community.

Benchmark:  a full board with representation of each of the designated neighborhoods, from our ethnic communities, and from the business community, all of whom are aware of and follow through with their responsibilities.

Strategies:

a. A director job description

b. Board training and handbook

c. Targeted recruitment from underrepresented communities

d. Updated bylaws

e. Reconstituted committees

f. Increased internal communication with a board listserv and notice of opportunities for participation

g. Acknowledgement of board contributions

h. Active and reasonable participation in council programs and events in addition to attendance at board meetings

Goal Two:  Increase the visibility of the District 1 Community Council to enhance its ability to fulfill its mission and advocacy for the district and to make the most of the people resources available to do so.

Benchmark:  more community participation in events, more use of services (and increase of 5 additional block clubs per year, a 10% increase in contact with staff per year), board member appearances at community events, and 2 new partnerships per year.

Strategies:

a. Targeted recruitment of underrepresented communities

b. Sponsoring or co-sponsoring community building meetings among apartment managers, businesses (with NENDC and WB Business Association), faith communities, library and rec centers – building partnerships
c. A diversified communication plan 

d. Identifying issues that energize community members, facilitating involvement around these issues, and coordinating volunteers (e.g., financial education for kids, housing information, senior chores, tutoring, environmental issues, land use/development issues, crime and safety issues, intercultural issues, transportation/traffic issues)

e. An Annual Meeting that is focused on an engaging community issue
Goal Three:  Build and diversify the Council’s funding base to ensure growth required and sustainability in meeting identified needs.

Benchmark:  increase donations by 10% each year for 3 years and find 1 grant per year in addition to city contracts; fundraise for Suburban Avenue planters. 

Strategies:

a. Work with other district councils on funding for board and staff training and other joint projects

b. Develop a fundraising plan and set fundraising goals each year

c. Implement on-line donation capability

d. Provide opportunities for board members to participate in fundraising (e.g., preparation of mailing, thank yous to donors)

e. Identify grants specific to our program goals

f. Continue to make the case to the city for increased funding to the district council system.

g. Find donors for on-going plantings and maintenance of Suburban Ave. planters.

Implementation

Goal One:  Strengthen the District 1 board of directors process and structure to maximize its involvement on behalf of the District through clarified expectations and increased representation of the community.

Benchmark:  a full board with representation of each of the designated neighborhoods, from our ethnic communities, and from the business community, all of whom are aware of and follow through with their responsibilities.
	
	Strategy and Action Plan
	When
	Who

	a.
	Job description
	completed
	Staff and board

	b.
	Training and manual
	By Mar/08; Jan and Jun yearly
	Staff and board – updated annually, other district councils

	c.
	Targeted recruitment
	By Mar each year
	Board

	d.
	Updated bylaws
	By Mar/08, w/annual review
	Board (w/ assistance from staff)

	e.
	Reconstituted committees
	By Jan/08
	Board, staff and community

	f.
	Inc. internal commun.
	On-going
	Staff, communication committee and board

	g.
	Acknowledge board contributions
	On-going
	Executive Committee (w/ assistance from staff)

	h.
	Active and reasonable participation
	Events and hearings*
	Board


* Events include the Neighborhood Honor Roll (January), Annual Meeting (March), National Night Out (August), Community Clean-Up (October), and partner events. They also include community meetings. Hearings occur throughout the year as land use issues arise. Other participation opportunities arise throughout the year.
Goal Two:  Increase the visibility of the District 1 Community Council to enhance its ability to fulfill its mission and advocacy for the district and to make the most of the people resources available to do so.

Benchmark: more community participation in events, more use of services (and increase of 5 additional block clubs per year, a 10% increase in contact with staff per year), board member appearances at community events, and 2 new partnerships per year.
	
	Strategy and Action Plan
	When
	Who

	a.
	Targeted recruitment
	By Mar each year
	Board

	b.
	Community meetings
	Bimonthly
	Staff (w/ assistance from board)

	c.
	Communication plan
	June/08
	Communication committee (w/ assistance from staff)

	d.
	Identify issues, facilitate, coordinate
	On-going
	Staff, board, partners, community members

	e.
	Annual Meeting
	By Mar each year
	Board, staff


Goal Three:  Build and diversify the Council’s funding base to ensure growth required and sustainability in meeting identified needs.

Benchmark: increase general donations by 10% each year for 3 years and find 1 grant per year in addition to city contracts; fundraise for Suburban Avenue planters.
	
	Strategy and Action Plan
	When
	Who

	a.
	DC collaboration on funding for training and other projects
	Grant deadlines
	Staff and other district councils

	b.
	Fundraising plan
	Oct-Nov yearly
	Finance committee, staff, board members

	c.
	On-line donation
	2008-2009
	staff

	d.
	Participation in fundraising
	Prior to mailing
	Board

	e.
	Identify grants
	On-going
	Board, staff, partners

	f.
	Lobby city for increased funding
	On-going
	Board



	g.
	Raise money for Suburban planters
	On-going
	Staff, board


	D1 Financial Forecast (Partial Example)
	

	
	
	
	

	Income
	2008
	2009
	2010

	City Contract (gen. operating)
	63,310
	63,310
	63.310

	Recycling contract
	1,200
	1,200
	1,200

	Contributions – Restricted
	 
	
	

	    Planters Suburban Ave.
	
	2,500
	2,500

	    Other programming grants
	0
	5,000
	5,000

	Contributions – Unrestricted
	3,000
	3,300
	3,630

	Fees
	x
	x
	x

	Meeting Receipts
	x
	x
	x

	Event Receipts – clean-up
	400
	400
	400

	Investment Income
	50
	50
	50

	Investment Realized 
	x
	x
	x

	Other Income - ads
	300
	300
	300

	Total Income
	68,260
	76,060
	 76,390

	
	
	
	

	Expenses
	
	
	

	Payroll
	 
	
	

	  Salary – Exec. director
	xx,xxx
	xx,xxx
	xxx,xxx

	  Salary – Crime Specialist
	xx,xxx
	xx,xxx
	xx,xxx

	    Payroll Taxes 
	xxxx
	x,xxx
	x,xxx

	  Office Expense
	
	
	

	    Newsletter
	etc…
	
	

	    Printing
	
	
	

	    Postage
	
	
	

	    Misc Office Expense
	
	
	

	  Board & Meeting Expense 
	
	
	

	    Officers
	
	
	

	    Board & Finance
	
	
	

	    Public Relations
	
	
	

	    Promotion & Advertising
	
	
	

	    Web Site
	
	
	

	  Development Expense
	
	
	

	    Development Program
	
	
	

	    Annual Fundraiser 
	
	
	

	    Other Development
	
	
	

	  Special Event Expense
	
	
	

	  Occupancy Expense
	
	
	

	    Repairs & Maintenance
	
	
	

	    Utilities
	
	
	

	  Professional Services
	
	
	

	    Contractors
	
	
	

	    Consulting
	
	
	

	    Legal Fees
	
	
	

	    Investment Fees
	
	
	

	    Accounting Services
	
	
	

	    Audit Fees
	
	
	

	    Insurance
	
	
	

	Contributions & Philanthropy
	
	
	

	    Annual Fund
	
	
	

	    Other – Recog,Memorials
	
	
	

	Total Expenses
	
	
	

	
	
	
	

	Net Income (Deficit)
	
	
	

	 
	
	
	

	Depreciation Expense
	
	
	

	
	
	
	

	Net Income (Deficit) after depreciation
	
	
	


Appendices:

   A. Overview of Board Self-Assessment Survey Results

   B. SWOT Analysis

   C. Retreat Highlights 8-27-07

   D. Strategic Development Team Highlights 9-26-07

   E. Board Development Tip Sheet:  Supporter Recruitment before Board Recruitment
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Overview of Board Self-Assessment Survey Results

July 2007

Benchmarks

· Healthy governance: at least 75% of respondents reporting “good” or “very good” 

· Between 50-75% good/very good or a large number of “not sure” raises questions about board’s effectiveness in a given area
· If the percentage is 50% or below on a given indicator, it may be a red flag

District One Community Council Results (14 respondents – 93% response rate!)
75% good or very good
· Clear organizational structure (received 71%)

50-75% good or very good
· Board regularly reviews finances and program performance [Note that SDT on July 6 observed that “board doesn’t see financials – just the Finance Comm. does”]

· Board effectively represents organization to the community 
· Board meetings facilitate robust discussions and focus on strategic matters

Less than 50% good or very good 

· Board sets fundraising goals and actively fundraises (lowest overall score)

· Board understands roles/responsibilities of a board

· Board members understand organization’s mission and programs

· Board has clear goals and actions resulting from strategic planning; effectively guides operational activities of staff

· Board monitors and evaluates progress toward strategic goals

· All necessary skills/stakeholders/diversity represented on the Board

High “not sure” responses

· Oversight of Executive Director, succession plan, HR policies

· Each member of Board is involved and interested in Board’s work

Top Board Priorities over the next year
1. Clarify the purpose of organization and develop a strategy to further that purpose (including fundraising).

2. Expand community outreach activities to raise the profile of the organization and increase participation from businesses and individuals.

3. Clarify role of board members and staff, and provide opportunities for training/development in those roles.
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SWOT as of 8-15-07

Based on input from Strategic Development Team, surveys, and community focus groups
	I  N  T  E  R  N  A  L
	E  X  T  E  R  N  A  L 

	Strengths
	Opportunities

	· Mission recently developed, “owned” by the veteran board

· Two issues of crime prevention and environmental stewardship clearly drive activity

· Neutral, nonpartisan, no hidden agenda

· 20,000 people (5th out of 17) – People power

· Highly competent and motivated staff

· External bookkeeping – reports to Finance Committee (checks / balance)

· Talented board – range of talents

· Longevity – 30 years / some int. in youth

· Legitimacy – government stamp of approval 

· Mix of “old / new” board members and staff

· Pride in area is high

· Activism around environment

· Top issues are clear:  crime prevention, land use, environment.  Corner on market but see threats

· Some newer board provide entrée to tenants (representing rentals)

· Southern part of D1 is well resourced

· High degree of cultural diversity

· 1,000 names in database  
	· Recent research shows community-connection related to individual health and longevity 

· Increase volunteerism among younger folks

· Increase volunteerism among early retirees

· Partnerships with Harding High School (*) could yield opportunities for working with youth and could be built on for other collaborations

· (*) Other district councils, various faith communities, library, budding relationships with business organizations, recreation centers

· Engage populations not yet tapped (cultural diversity, economic, renters)



	Weaknesses
	Threats

(Challenges)

	· Reactive to individual issues (vs. proactive around commonly-held priorities)

· Board does not review financial position

· Limited areas that attract sustainable businesses

· Auto-friendly design vs. pedestrian-friendly design

· Board development / grooming is weak

· Connect with new board members

· Committee structure process, bylaws not followed

· Only 35 emails with permission to use

· Expectations for board unclear

· Low mobilization ability

· Isolation

· Minimal grassroots fundraising

· Freeway divides district

· Low name recognition

· No response plan

· Lack of organizing tool with no newspaper

· Geographic dispersion.  Low density – high density

· Divides rich from poor

· Less than 50% of board gives money

· Board does not fundraise

· Lack of training for board of directors

· Follow-up news for board of directors (e.g. 3M)
	· Loss of newspaper = less communication with community, less chance to build connections

· Freeway divides district

· Other nonprofits with similar goals

· Budget cuts from city

· Fund reliance on government – vulnerable

· Increased economic disparities

· Vacancies could lead to disinvestment, crime, livability issues

· Upscale business moving to suburbs
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Highlights of Strategic Planning Retreat

August 27, 2007; 5:30-8:00 pm

Context for Planning

Moving from “big” to “little” – big long-range visions for two entities—the District community as a whole and the Council as an organization—and then shorter-term strategic questions for the Council for the next three years.

D1’s “Current Reality” – the District Community and the Council

District Community

· Population increasingly younger and older (little growth in the middle) and increasingly diverse

· Increasing wealth disparities—bottom falling lower

· Business turnover remains high – predominance of national franchises vs. locally-owned, insufficient diversity in types of businesses

· Infrastructure needs overlooked – perhaps due to perception that not needed because D1 is newer district

· Environmental concerns and interest are on the increase

Council

· 2 PT employees, 2 offices – may need increase staff focus on youth

· Need for greater individual board member engagement; need Asian community representation on BOD

· Finances temporarily stable but inadequate and heavily dependent on city

· Insufficient resources to collect district-wide data about community priorities

· Not well-known in community

Long-Range Vision – Results of Small Groups

Vision for the District:  What’s changed in your ideal world of the future for residents and their neighborhoods?

GROUP 1:
· Great River Park and parks in general (macro and micro)

· Suburban Avenue Plan:

· Togetherness

· Housing

· Business

· Infrastructure:

· State of the art:

· Schools

· Parks

· Transit (light rail and Red rock)

· Active and engaged community and citizenry – strong voice, proactive

GROUP 1 – District Vision Back-up ideas

· A visible implementation of the Suburban Avenue Plan (TN2 zoning) – say 2-3 larger plots/sections.

· A connected network of trails (nature/biking) vis-à-vis the Great National River Parkway.

· Great River Park – direct access to river thru bike and pedestrian trails.

· Amenities – nature center, etc. to learn, understand, access river.

· Stronger identity with river.

· Light rail spur to Sun Ray.

· Self sufficient micro villages.

· Less suburban style strip malls.

· Increased use of “green” energy.

· City parks being more current and therefore in high demand.

· What has changed for residents because of District One:

· Togetherness

· Parks more vibrant

· Schools successful

· Less crime

· Affordable housing

· Plentiful jobs

· Diverse businesses

· Oasis of resources

· One stop shop

· Involved with city council

GROUP 2:
1. Well connected neighbors

2. Integrated transportation system including widespread bus access, train stops, and connected walking/biking paths.

3. Businesses oriented toward residents – young people (diverse), including a community college, an affordable family restaurant, and a coffee shop.

4. Neighborhood nodes tie the three together.

 SHAPE  \* MERGEFORMAT 



GROUP 3:
· Services more available

· People know each other – more friendly – reduce crime

· More education and employment

· Improve parks and walk ways.

· Make villages – locally owned (600 each)

· Tutors

· Senior transportation

· Community garden with water

· Co-oping

· Saloon, bakery, restraints, churches

Vision for the Council:  What does the district 1 community Council look like in bringing about this change? 

GROUP 1:
· Representative and active and resourceful (demographics, business, etc.)

· Coalition of board and volunteers

· Dramatic, high profile event to draw residents and businesses and increase awareness and profile of board.

· Strong advocates, vocal for District.

GROUP 1 – Council Vision Back-up Ideas

· An active collection of board members and volunteers.

· A board that is reflective of District’s population (age, race, gender, property status,…) 

· District One Community Council looks like:


Resourceful


Representative / Diverse


Website

· Council advocates by attending meetings, being on committees, organizing meetings 
with residents.

· Active to engage community to get input and speak up

· Bi-annual “Equinox” district fairs.

· Helped access funding STAR grants, etc.

GROUP 2:

· Increased visibility through 1 central high-traffic location & more (full-time 2+) staff.

· Programs/services driven by data from residents and businesses of District One, representing all age groups, gender, ethnic and economic backgrounds.

· Connecting people to information and vice versa, with excellent use of technology.

GROUP 3:
· Members who want to be here.  

· Waiting list for elections

· Passionate causes.

GROUP 3 – Council Vision Back-up Ideas

· Elections by people who care.  Should be real.  Sought after board positions.

· Better knowledge of council by community.

· No city funding – private and grants

· Diversity of all things

· Elect council members by criteria:  Grids, business members, religion

· Communication – bring back the paper.

· Board members have a passion for the District.

Strategic Questions – Results of Small Groups

What are the top three most strategic questions D1 Community Council faces over the next 3 years in order to fulfill its mission and move closer to its visions?

GROUP A:
· How to make people “want” to be on the Board?  How many board members are “Needed”?

· How do we get more transportation into the district?

· Involvement?

Business
Minorities

Can we solicit?

When can we say no?

Community
Stabilize rentals—landlords and tenants?

How can we be more visible?

Possible Answer:  “Ask Me” t-shirts or buttons

GROUP B:
· How do we connect with residents in our community?

· How do we grow our funding and properly invest in resources, including technology?

· How do we advocate for better transportation among law makers, neighbors and funders?

· How do we attract and incorporate business in District One?

GROUP C:
· Why should District One exist in three years?  Clarify role and buy into it.

· How do we attract the businesses we want?

· Should we stop being who we wished we were and embrace who we seem to actually be?

· Financing?

Next Steps

SDT will meet Sept. 26 to distill the work of this retreat for recommendations to board 
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Strategic Development Team Meeting; Sept. 26, 5:00-7:00 pm
Highlights 

Long Range Vision for District

Connectedness within diversity (youth, seniors, immigrant groups, etc.)

   engaged people and neighborhoods

   mobility (transportation) – ability to move within the District with ease

Green 

   environment (liveability)

   energy (stewardship)

Resourceful

   breadth of services that are networked (rec. centers, transportation, libraries, 

     communication yielding visibility, schools …)

Economic prosperity

A district that is peaceful, safe, trustworthy

Rationale for this planning process including long-range vision:

Council   2008-2010                                                                                       District – Vision 2040

· 3-year Vision   

· Goal                     

· Goal

· Goal              

2008-2010 Council Goals

1.  Strengthen board of directors


more representative of community


more engaged

2.  Increase visibility 


through face to face, electronic and print media (for both programs and 


   organization itself)


events (only if in partnership with others)


strengthened communications and marketing

3.  Grow and diversity funding base


prioritize operating dollars

Possible Strategies and Action Steps

Tighter focus 

Develop strategic partnerships both in and outside of D1, including with other district councils

Environmental issues as way to convene ….

Joint fundraising with other district councils 
Annual Meeting that focuses on transportation and traffic

   broad participation

Align board structure (committees / task groups w/non-board members) and 

process (get to know each other) with all goals

Build board “cache” by ensuring leadership at BOD level and engaged non-board 

   workers at committee level

Interactive technology

   pilot a “youth page” (partner with Harding)

   List-Serv or other form of 2-way communication

Big signature event?  

Next Steps

· Refine vision statement (can include bullets or narrative underneath) and wording of goals

· Develop measurable benchmarks for each goal

· Develop strategies (the how of the goals)

· Complete implementation (action plan) at staff level and potentially as part of 

    board committee work
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Board Development Tip Sheet:  Supporter Recruitment before Board Recruitment

Benefits
Benefits of recruiting for Committees or Task Groups with board member as chair or co-chair and the majority of the group members recruited from the organization’s broader community:

· Non-board volunteers get to know the organization and become a pool of potential board leaders in future

· The board stays a manageable size, allowing good teamwork and accountability  

· Leverages volunteer energy by spreading the workload to avoid burning out the same few people

· The structure expands organizational supporters in general

· Builds leaders in that board members chair groups, take responsibility for recruiting and delegating (see “behaviors,” below)

· “Friend-raising” will pave the way for individual fundraising down the road.  Volunteer supporters often become loyal donors.

Behaviors required of board leaders

· Champion the cause via enthusiastic and genuine case, anecdote, or “elevator speech”

· Remember that people want to be asked to contribute to a worthy cause 

· Delegate to those who don’t want to disappoint you and know that if you ask as a leader because you have the best interests of the community in mind, people will respect you.
· Continually call to ask volunteers and to remind them to show up

· Notice what works for the development of the board and committees and build on it
· Decide whose influence will be most successful to draw on when asking things of others 

· Be willing to take responsibility for success (easier to do when others are chipping in)

· Model these leadership behaviors for others

· Filter decisions through the mission 

· Reflect the community’s will
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