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What follows is the full report capturing the strategic planning process and decisions made by the American
Poultry Association’s Board of Directors that resulted in this three-year strategic plan. The board members engaged in a

strategic planning process spanning two days on January 5 and 7, 2021 using a virtual platform

The board of directors engaged in a facilitated process for developing a mission statement and associated values
statements to guide their work through the strategic planning process. lowa State University Extension to Community

Economic Development specialists who facilitated this process in a virtual format were John Wolseth, Steve Adams and

Lynn Adams.

Lynn and Steve Adams facilitated the strategic planning sessions with assistance from community development

specialists, Julie Robison, Jill Sokness, Scott Timm and Jon Wolseth.

The first session began with the posting of its new mission and values statements. The group then engaged in
visioning what outcomes might be from a successful implementation of a completed plan. An environmental scan using
the S.W.O.T. (Strengths Weaknesses Opportunities Threats) analysis. Session one concluded with developing areas of
focus for short-term goals based on the visioning and S.W.O.T. processes. Participants worked to create actionable short

and long-term goals during the second session.

This report documents all of the ideas for goals identified by participants during the strategic planning process. It is
best used as a living document and revisited on a regular basis determined by the board. The additional pool of ideas are
available to generate other goals as the first set are completed. To that end, this report is provided to you in both a pdf

and digital file so that the SMART Goal sheets are editable.

The transcription of the process and fully developed goals follows.
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ESTABLISHING PRIMARY AREAS OF FOCUS FOR SHORT & LONG —TERM GOALS

VISIONING A SUCCESSFULLY IMPLEMENTED STRATEGIC PLAN

Participants articulated what they considered to be successful outcomes of implementation of the strategic plan it was
to develop through the planning session. Responses captured from this process are below.

Board Transcription
e Address the needs of nontraditional members

e Expand the APAs reach to a wider
demographic

e Podcasts, etc.
New Members -
ncerr:orwigﬂmgrial

Get
b
"Ban‘;:rde[rjks“ feedback/hear

new things
about work we
are doing

e Modernizing the website - more dynamic
e Strategy for information sharing
e APA Certification equipment, vendors, etc.

e Additional funding sources

Want to be
Known as
standard

bred poultry

experts

e More youth involvement and transition
career beginning

VICTORY

e Want to be known as standard bred
poultry experts

APA
Certification
equipment,
vendars, etc

Grganizational
Partnerships
Podcasts,

e Strategy for information sharing i

e Early youth nurturing

e Organizational partnerships

Strategy for
infarmation

e Development of policy and procedure S

manual
e Recruitment and retention

e Get feedback/hear new things about work we are doing
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ENVIRONMENTAL SCAN

The group engaged in an internal and external environmental scan using the S.W.O.T. process (Strengths, Weaknesses,

Opportunities, and Threats) to evaluate realities as it regarded a capacity to implement the final plan. A flip chart sheet

posted on the wall captured the responses from the group members within each category.

Board transcription:

Strengths

Large member base

Dedicated, energetic board

Shows

Standards of perfection

APA is seen as the leader in representing
Standard Bred Poultry.

Diverse member base

Financially sound

148 years old - oldest livestock organization

Weaknesses

Inability to embrace change

Member turnover

Misinformation abundant on the internet
Diverse and energetic board - yet not always
pulling in same direction

Limited income sources

Lack services for local poultry clubs/shows
(example show software)

Communication between organization and
members

Lack of embracing technology

Size comparison - APA vs poultry industry

Opportunities

Technology

Working with the industry

Facebook page - need moderator - get info
out for meets

Press releases - uniform strategy

Outside sponsorships

Harvesting pool of members - what are they
good at? Finding traits and abilities.

State reps - lean on them

Bringing backyard members into the APA

Huge alternative market for people interested
in Standard- bred/Heritage birds

Threats

Page | 3

Governmental and or commercial pressures
Disease pressures

Aging membership

State and federal regulation

PETA

Like organizations

Political/personal agendas, outside
influencers

Pet- stock people -

Procedural and directional inconsistencies
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What are ideas APA can realistically accomplish in 0 - 12 months to further your
mission’s work?

Develop
GENERATING IDEAS FOR SHORT-TERM ACTIVITIES publicity plan
The participants along with an assigned facilitator formed Improve
member Develop
communications recruitment &

three small groups. The groups then generated ideas for rertionhln

activities to include in a strategic plan, which were typed

Modernize

communications to Review and
on cards to share with the large group for consideration. reach younger people % update by-laws
The visioning process in combination with the S.W.O.T. DONE erchanae

Continuing education A revamp and update
analysis were used to focus the brainstorming on for judges, youth up for revenue source

until licensing
achievable activities the short-term (0 — 12 months).

Develop continuing
education
requirements for
licensed judges

Survey membership
to learn of member
desires
LIMIT TO
3-7 words

Board Transcription — e n

idea cards and short-term areas of focus Clearest

The large group reconvened and followed a clustering process to group ideas of similar actions into categories. Each

category was then named by the group as an area of focus. Four areas of focus were created.

Focus Area #1 | Administrative Procedures Focus Area #2 | Communication Member Services
e standard operation procedures e improve member communications
e develop procedural manual e better communication with the membership
e review and update by-laws e modernize the website
e changes in constitution and by-laws e revamping website (engage younger audience)
e uniform verbiage throughout APA documentation e restructure and modernizing newsletter
e develop protocols to get things standardized e revisit quarterly newsletter process
e procedural application e modernize communications to reach younger

e more selective of placing people in positions people

e educate membership and board on

e better utilizing personnel resources
MemberPlanet

e develop continuing education requirements for

licensed judges e involve state reps with promotions

e survey membership to learn of member desires
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Focus Area #3 | Future of the Fancy Focus Area #4 | Revenue
e reinvigorate or absorb YEPA ® increase revenue sources
e implement scholarship program e merchandise - revamp and update for revenue

. - . source
e education for youth up until licensing

. . e move forward with standard revision process
e increase membership

. . . ursue sponsorships
e develop recruitment & retention plan P P P

e develop publicity plan

H . . : Communication
e implement a post- COVID communication Administrative : Future of the Revenue
P P Procedures Member Services ity
strategy =
standard Improve Invaolve state Reinvigorate or Increase revenue
operation membar repsw\th absorb YEPA sources
pracadures communications. promotions -
Lo Impl t WMerchandise -
beviop B sencarhip
procedural the membership desices program for revenlia sourca
manual
DEVELOPING SHORT-TERM GOALS AND ACTION STEPS Modernize Educaron for vove forvard
Revi nd . youth up undl with standard
i the website i revision process
update by-laws 5
Participants chose a preferred area of focus and along — Wi it pursue
constitution and yaunger audience) membership sponsorships
with a designated facilitator formed four small groups ks P m—
Mo eibicse madernizing recru'\tmeFﬂ)[ &
. throughout APA T e
representing each of the focus areas. These small documentation
. Develop protocols Reﬁmlii:ﬂy UE:ZIS’OPIE”
groups each selected one idea and developed a goal to get things il P P

standardized
Imalemert a post-

using S.M.A.R.T. Goal planning sheets (Smart, Procedural Wi o o

A reach yeunger people

application
Measurable, Attainable, Time). Each small group shared

More selective of EcUGt‘T :‘E'ﬂ‘bﬁrfhllj
placing people in L AL

. . It MemberPlanet
its completed goal with the whole group for consensus positons

Better utilizing
persannel

to include it in the strategic plan. i

Develop continu ng
educatian
requiramerts for

Please see Appendix A (Short-Term Goal Sheets)

GENERATING IDEAS FOR LONG-TERM ACTIVITIES

The participants, along with an assigned facilitator, formed three small groups. The groups then generated ideas for
activities to include in a strategic plan, which were typed on cards to share with the large group for consideration. The
visioning process in combination with the S.W.0O.T. analysis were used to focus the brainstorming on achievable

activities the short-term (0 — 36 months)

Board Transcription — idea cards and long-term areas of focus

The large group reconvened and followed a clustering process to group ideas of similar actions into categories. Each

category was then names by the group as an area of focus. Four areas of focus were created.
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Focus Area #1 | Administration Focus Area #3 | Member Benefit Issues

. e educational training videos for youth members

e policy and procedure manual (including YouTube)
includi uTu

e develop a policy and procedure manual e successful 150th Celebration

e internal and external communication plan
e develop show management software program

Focus Area #2 | Communication e unify show reports

e expand member communication (communicate e completion of the Standard Revision & printed

more) e continuing education for judges

¢ increase information flow e expand number of quality licensed judges

e increase visibility at local APA meets

. e . Focus Area #4 | Member Retention and Growth
e increase accountability in respective roles

. o . .
e increase director & state reps visibility * expand me'mbershlp by 10% by diversifying
membership focus groups

e increase revenue sources .
e growth of membership

e increase say of local clubs in who the state rep is .
e encourage long-term member commitments

e improve engagement with state representatives

Member
Administrati Communication e retenetiol;eand
HUDIEN benefit issues growth

Expand mombers
Educational training oy 10% by diversfyin
videas for yeuth B

DEVELOPING LONG-TERM GOALS AND ACTION STEPS

Faolicy and Expand member
communication

procedure T members finclud ng s
manual youtuse)
Participants chose a preferred area of focus and along with a Increase Growth of
Develop a policy . Successful 150th Membership
. . i and procedure info flow Celebration
designated facilitator formed four small groups representing manual —
Increase visibility Develop show encourage long:
at local APA management term member
each of the focus areas. These small groups each selected one ot and xcerna meets <aroware program [l commitments
S e
Increase

idea and developed a goal using S.M.A.R.T. Goal planning sheets Agsguntabilityin Unify show
reports

respective roles

(Smart, Measurable, Attainable, Time). Each small group shared Increase director

R state reps
visihility

Completion of the
Standard Revision
& printed

its completed goal with the whole group for consensus to include

‘ Continuing
. . . ncrease revenue Education for
it in the strategic plan. sources judges

Expand number
of quality
licensed judges

Increase say of
local clubs in who

Please see Appendix B (Long-Term Goal Sheets) MEsne et

improve engagement
with state
representatives
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This institution is an equal opportunity provider. For the full non-discrimination statement or
accommodation inquiries, go to www.extension.iastate.edu/diversity/ext
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