SUMMARY

The process of project planning involves eleven development steps, the first being identification of a long-term
vision for the desired condition of the community. The second step involves assessment of the current condi-
tions of the community, resulting in the identification of the problem or problems. Once the problems are iden-
tified, the project planning team assesses available resources during step three, and then chooses a goal for the
project in step four. Step five involves choosing a strategy to achieve the goal using the previously identified
resources. The project plan begins to take shape during step six when the project objectives and are established.
Also a part of step six, the project activities are designed to accomplish the project objectives. In step seven, the
planning team studies the objectives and activities, identifies any potential challenges to the project’s successful
completion, and develops a corresponding contingency plan. Step eight then calls for the developers to select

a method to evaluate progress towards achievement of the project objectives and goal. After creating an evalu-
ation plan, step nine is to develop a sustainability plan that ensures the project’s benefits to the community will
continue after the end of project funding. Finally, during step ten, the financial resources required to perform,
evaluate, and report on the project will be estimated and a budget established. The final step involves summa-
rizing the project in creating the project abstract.

The formal project development process is both simple and complex. Conceptually, the process is very sim-
ple—a progressive narrowing of strategic choices—although it may involve many activities and require an ex-
tended period of time. Approximately 80% of your time should be spent planning your project and only 20% of
your time writing and packaging the actual application. Operationally, the project planning process is far more
complex than the project goals, objectives, and activities. Project development is one component of an overall
strategic plan designed by a community working toward positive change through a community-based planning

process.
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APPENDIX A: GLOSSARY OF TERMS

Activities: The smallest units of work in a project, also often called “tasks.” Associated with an objective, ac-
tivities provide a logical sequence of measurable milestones that move the project closer to attaining that objec-
tive. Activities have a definite duration, are related to other activities in the project, involve resource consump-
tion, and have an associated cost.

Budget Justifcation: A narrative that provides information to ANA which validates that each expense is neces-
sary and reasonable. The budget justification will explain how the cost was calculated and provide additional
information about each expense.

Community Involvement: How the community participated in the development of the proposed project and
how the community will be involved during the project implementation and after the project is completed. Evi-
dence of community involvement can include, but is not limited to, certified petitions, public meeting minutes,
surveys, needs assessments, newsletters, special meetings, public council meetings, public committee meetings,
public hearings, and annual meetings with representatives from the community.

Community-Based Projects: Projects designed and developed in the community, by the community. Com-
munity-based projects involve tapping into local needs, understanding and building on the strengths of exist-
ing institutions and resources, and defining the changes needed to support community action. They reflect the
cultural values; collective vision; and long-range governance, social, and economic development goals of native
communities.

Comprehensive Plan: A document developed by the community that outlines a method to accomplish the
community’s long-range goals, including ways to overcome current problems. The plan should include a pro-
cess to measure the progress towards achieving those goals. Comprehensive plans usually require at least a year
to complete and cover a five- to ten-year time span.

Contingency Plan: A plan that identifies specific actions to be taken in the event a specific challenge arises.
The purpose of a contingency plan is to reduce the negative impacts on the project. The contingency plan
should ensure that the project will be successfully completed within the proposed funding timeframe. A contin-
gency plan is not to pre-empt challenges, but rather to address challenges if they arise.

Cost Effectiveness: A brief narrative providing information on the relationship between the project objectives
and activities and the cost analysis which supports the project plan.

Evaluation: Involves assessing the strengths and weaknesses of programs, policies, personnel, products, and
organizations to improve their efficiency and effectiveness. Project evaluation measures the efficiency and ef-
fectiveness of a project and determines the level of achievement of the project objectives.

Evaluation Plan: Describes the process and provides the tools to measure progress in implementing the project
and to assess how effectively the project addressed problems and achieved its objectives.

Goal: The specific result or purpose expected from the project. The project goal specifies what will be accom-
plished over the entire project period and should directly relate to the problem statement and community goal.
The goal is achieved through the project objectives and activities.
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Grant: A legally binding agreement between the government and the grantee authorizing the transfer of govern-
ment funds to the grantee in order to facilitate the execution of a project.

Impact: The change in the physical, economic, social, financial, governmental, institutional, behavioral, native
language or cultural conditions in a community as a result of the ANA-funded project.

Impact Indicators: Measurement descriptions used to verify the impact or the achievement of the project
goal. Indicators must be quantifiable and documented. Impact indicators include target numbers and tracking
systems. ANA requires three impact indicators per project. Impact indicators are separate from the results and
benefits section of the OWP.

Indirect Costs: Costs an organization incurs for common or joint objectives that cannot be readily and specifi-
cally identified with a particular grant project or other institutional activity.

Leveraged Resources: The non-ANA resources, as expressed as a dollar figure, acquired during the project
period that support the project and exceed the 20 percent match required for ANA grants. Such resources may
include any natural, financial, and physical resources available within the tribe, organization, or community to
assist in the successful completion of the project. An example would be an organization that agrees to provide a
supportive action, product, service, human, or financial contribution that will add to the potential success of the
project.

Line Item Budget: The dollar expression of the project being proposed. The line item budget must be reason-
able and tied to the project objectives and work plan. It is an estimate of anticipated project expenses.

Local Decision Making: Involves the active participation of the community in making decisions which have
an effect on their well-being. It is to the community’s benefit to collaborate in setting goals, in organizing
themselves, and mobilizing the resources to achieve these goals. Local decision-making is important because it
allows decisions to be made by people who know the areas, people, and groups the decisions will affect.

Needs Assessment: A systematic process to acquire an accurate, thorough picture of the strengths and weak-
nesses of a community. This process is utilized to help identify and prioritize goals, develop a plan for achiev-
ing those goals, and allocate funds and resources for undertaking the plan. A needs assessment can be conduct-
ed to identify problem(s) and define which need a project will address.

Non-Salary Personnel: A person is considered non-salary personnel if their position is funded by non-fed-

eral share (NFS) funds or if they are consultants. To ensure all positions and their assigned hours listed in the
budget are essential to project implementation, these positions need to be included in the “non salary personnel”
column of the Objective Work Plan. The position title and the specific amount of hours for each activity are
recorded in this column.

Objective Work Plan (OWP): The ANA form that documents the project plan the applicant will use to achieve
the objectives and produce the results and benefits expected for each objective. The OWP provides a project
goal statement, objectives, and detailed activities proposed for the project and how, when, where, and by whom
the activities will be carried out. ANA will require separate OWPs per objective for each budget period of the
project. The form is found at: http://www.acf.hhs.gov/programs/ana/programs/forms.html
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Objectives: Specific outcomes or results to be achieved within the proposed project period. Completion of ob-
jectives must result in specific, measurable outcomes that would benefit the community and directly contribute
to the achievement of the stated project goals.

Outcomes: Measurable changes that can be observed as a result of the project’s successful completion.

Problem Statement: A clear, concise, and precise description of the nature, scope, and severity of a problem.
A statement of need typically identifies the specific physical, economic, social, financial, governmental, insti-
tutional, behavioral, native language or cultural challenges of the community. The problem statement is the
problem that the proposed project will address.

Project: A large or major undertaking that has a start and end date, is designed to achieve a goal by completing
objectives and activities, and includes a budget.

Project Approach or Strategy: The direction the project will take in order to successfully achieve its goal and
objectives.

Project Goal Statement: Clearly describes how the project relates to one or more of the community’s long-
range goals. The statement should be brief and to the point, as well as realistic. The goal determines the scope
of the project.

Project Planning: The process of developing a project from determining the needs and problems to creating
activities and writing a budget. Project planning involves a series of steps that determine how to achieve a par-
ticular community or organizational goal or set of related goals.

Project Planning Committee: The team identified to develop a project plan and write the different parts of the
application. Ideally, the committee should have a representative from all aspects of leadership in the commu-
nity, and can also include people who are committed to a healthy future for the community. The committee may
also include a grant writer or consultant.

Public Process: The way in which a community or organization involves its members in the decision-making
process. This can include gatherings, interviews, public meetings, and surveys.

Results and Benefts: Measurement descriptions used to track the progress of accomplishing an individual ob-
jective. The results and benefits must directly relate to the objective and the activities outlined in the OWP and
include target numbers used to track the project’s quarterly progress.

Stakeholder: A stakeholder (or interest group) is someone who has something to lose or gain through the out-
comes of a project.

Strategic Plan: Builds on pre-established long-range goals by designing projects related to one or more of these
goals. These projects are viewed as “high priority” and will therefore be pursued within the next two to three
years. A strategic plan generally takes at least a year to complete.

Sustainability Plan: A narrative description of how a project and its benefits will continue after grant funding is
complete.
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PROCESSES TO CONSIDER

Focus Groups

Invite individuals and partnering organizations who will benefit from your project idea to a gathering. The
individuals invited should, at a minimum, include beneficiaries of the project, tribal council or organizational
board members, elders, and other interested partners who will benefit from or assist with the project. Establish
three to five questions to help clarify what community problem your project will address and seek input on how
to develop the project. These questions will also serve to jumpstart and guide the group’s discussion. Care-
fully record group and individual responses and ask follow-up questions that help clarify the problem area you
are addressing. With permission of the group, tape-record the session and summarize key findings. Be sure to
include discussion on what type of impacts this project will have on the community, if successful.

Community Mapping

Community maps are used to identify locations, resources, and their importance within a specific area. The goal
of creating a community map is to develop a visual document illustrating how groups potentially aftected by

or involved in a project are currently using the community and how the project will enhance their experience.
There are many different types of maps, dealing with a variety of subject matter. Essentially, a community map
can be used to locate, describe, and compare any aspect of the community, from social structure to environmen-
tal data.

Community Maps:

* Provide a framework for discussing the location of resources

» Highlight resources of importance

* Analyze the status or condition of a location or resource

* Raise awareness of existing facilities or natural resources

* Identify which aspects of the community and which resources are important to specific groups

* Create a visual representation that can be understood by all (community members, agency representatives,
funders)

The following is a list of different types of community maps:

» Social Maps: Include locating houses, services and infrastructure (roads, utilities etc.). The map could also
include more detailed information, such as the occupants of the houses, their family make-up, etc. Social
maps can identify other social issues, such as areas specifically used by men or women, cultural sites, and
polluted areas.

» Topical Social Maps: These maps identify specific social aspects such as kinship make-up, skills of the
population, education, and health.

* Political Maps: Show concentrations of political affiliations.

* Resource Maps: These maps cover a wide range of natural/physical resources and land use types. Identifica-
tion of resources can include forests, swamps, rivers, grazing areas, hunting grounds, and bare land.
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Topical Resource Maps: Like topical social maps, this type of map focus on a specific issue such as agricul-
ture, water, livestock, or forestry.
» Futures Maps: These maps can be used to illustrate changes the community would like to see.

Stakeholder Analysis

A stakeholder (or interest group) is someone who has something to lose or gain through the outcomes of a proj-
ect. In project planning, it is very beneficial to not only involve all stakeholders, but to also identify and analyze
their needs and concerns.

An easy way to conduct a stakeholder analysis involves first identifying all project stakeholders, be they tribal
members, tribal departments, state or federal agencies, specific social groups, or a governing board. Again,
stakeholders include anyone potentially influenced by the project.

Once you have identified all stakeholders, you can begin placing them in the following chart:
High
\

Engage Closely and

NI e Infuence Activity

Influence

Monitor (minimum effort) Keep Informed

RN
Low » Interest > High

Stakeholders with high influence and high interest are those who you want to ensure you fully engage and bring
on board. Stakeholders with high interest but low influence need to be kept informed of the project’s progress
and could be used for gaining interest from other groups to support the project. Those with high influence but
low interest should also be kept informed and could potentially serve as high-profile patrons and supporters for
your project.

The final step of a stakeholder analysis involves developing a strategy for how best to involve different stake-
holders or groups in your project. This can involve designing specific methods of presenting the project to each
group that will spark their interest and lead to their support. The stakeholder process can also help you identify
partnership opportunities for your project.
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Community Scales

The development of a scale framework can help project stakeholders to analyze and describe different dimen-
sions and conditions of their community. The development process can be utilized as a community assessment,
planning, and/or evaluation tool. The framework helps to assess the current conditions in a defined commu-
nity according to pre-defined “threshold levels” of functioning: thriving, safe, stable, vulnerable, and in-crisis.
When completed, the framework will outline where the capacity currently lies and where it should ideally be.

To use the community scale process, follow these basic steps:

1. First, pre-fill each row heading with the threshold levels along the left side of the framework table.
Then, have stakeholders identify the analysis dimensions. Place these along the top of the framework col-

umns.

Through discussions, public meetings, focus groups, and other preferred methods of feedback procurement,

community stakeholders will define each specific threshold on the scale.

Once the community stakeholders have an outline of the levels of each dimension, members will discuss and

identify where on the scale each dimension lies.

The completed framework can then be used to develop strategies for improving struggling dimensions or to

focus on and use the strengths of successful dimensions.

Below is an example of a scale framework for a language project. From this framework the community can

then determine where each dimension currently falls on the scale. As an example, the current level of each
dimension is underlined:

Language
endangerment

Learning
opportunities

Inter-departmental
communication and
support for language

rogram

Partnerships

Thriving

Daily usage by over
80% of tribal com-
munity

Many varied opportu-

nities available to all
tribal members

Proactive and compre-
hensive

Proactive

Safe

Growing community
with speakers of all
generations

Limited type of oppor-
tunities available to all
tribal members

Comprehensive

Cooperative

Stable

Small but semi-stable
speaking community

Numerous types of op-
portunities available to
select tribal members

Consistent and useful

Willing

Vulnerable

Youngest speakers all
over 60, no children
speak language

Limited opportunities
only available to select
tribal members

Sporadic and insuf-
ficient

Disinterested

In-Crisis

No speakers

No opportunities avail-
able

Nonproductive

Hostile
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Problem Tree

Problem tree analysis is useful in many forms of project planning. Problem tree analysis (also called situational
analysis or just problem analysis) helps to find solutions to an identified problem by mapping out its causes and
effects. A problem tree seeks to answer the question of “why” something is happening in a community, truly
getting to the root cause of a problem and thereby making it easier to develop solutions.

Problem trees are useful because they:

* Break down a problem into manageable and definable chunks. This allows for a clearer prioritization of fac-
tors and can help shape and focus project objectives

* Provide more understanding of the problem and its causes. This is often the first step in finding win-win
solutions

* Address current issues in the community

* Help establish whether further information, evidence or resources are needed to make a strong case or build
a convincing solution

* Enable discussions and analysis that often help build a shared sense of understanding, purpose, and action.

Turn to the next page for a sample problem tree.
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Nominal Group Process

For large group settings, form groups of five to eight participants, encouraging the participants to form groups
with people they do not know well. Assign a facilitator and a recorder for each group. The facilitator gives the
participants a written statement of the problem the intended project will be addressing, such as, “The most im-
portant problems faced by our community in the past three years are....” Participants silently write down their
ideas about problem areas addressed above on index cards without discussion with others in the group. Give
the group about five to ten minutes to complete the exercise.

Each group then discusses their own ideas. The recorder writes down all comments on a flip chart for the entire
group to see. After all ideas have been recorded, encourage each group to discuss the ideas listed on the flip
charts. The group clarifies, compares, discusses, and approves all ideas. Agreement or disagreement with ideas
may be encouraged but should be controlled by the facilitator to ensure that a heated debate does not develop.
Each group then needs to choose its top five priority areas through a group voting process. Next, each group fa-
cilitator reports the group’s priorities to the entire meeting. The entire population votes to determine the top five
problem priorities that could or should be addressed. Discussion continues on methods to reduce or eliminate
these problems and becomes the basis for the tribe/organization’s project. Solutions are suggested and commu-
nity impacts discussed.

Advantages of nominal group process include:

* Interaction

* Low cost

* Identifies key stakeholder groups

» Engages a cross section of interests
e Clarifies needs

* Suggests solutions

* Introduces possible impacts

Disadvantages of nominal group process include:

* Not a random sampling

* Not easily replicated

* Difficulty in guiding conversations

* Difficult to record all comments accurately

* May not represent the interests of all members of a group

Survey Research

Surveys provide a strategy and process for developing a uniform set of questions to be asked of a group of
people. Answers to these questions help community leaders understand the range of opinions on topics central
to the future of the community. Surveys can be either open-ended questions (“Choose the three most serious
problems facing our community today”) or closed-ended questions (“Choose the three most serious problems
facing our community today from the following list of problems”). It is recommended that surveys include both
open- and closed-ended questions to the individuals taking the surveys so individual input is considered.
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Advantages of survey research are:

* Can be distributed to a random sampling of the community

* Results are statistically more reliable than other processes

e Areas of high and low community support can be easily determined
* Relatively low costs for implementation

* Gives guidance to best action to take

Disadvantages of survey research are:

* Difficulty in getting returns of surveys
* Community members may resent surveys
*  Wording of questions need to be carefully reviewed to ensure clarity

Strength, Weakness, Opportunities, and Threats (SWOT) Analysis

One strategic planning tool that many communities use is called a SWOT analysis. Internal conditions that
stand in the way of reaching the community’s vision may be seen as weaknesses in community conditions. Ex-
ternal factors that negatively impact the community are defined as threats to the community’s ability to achieve
that vision. Strengths are the internal resources available to the community that can be used to move toward
vision accomplishment. Opportunities are the external resources and partnerships that the community could ac-
cess in strategies to resolve the problem.

In conducting a SWOT analysis, a facilitator can lead participants through four brainstorming exercises. For
example, for a particular project your organization may brainstorm to determine:

*  What are the strengths of your organization that may help you to address the challenge(s) at hand?

*  What are the weaknesses of your organization that may prevent you from addressing the challenge or may
increase the level of challenge facing you?

*  What are the opportunities your organization may have available that may contribute to addressing the chal-
lenge?

*  What are the threats facing your organization that could prevent you from addressing the challenge at hand
or threaten the stability of your organization?

Your identified weaknesses and threats help you to “identify the challenges.” Your identified strengths and op-
portunities help you to “assess available resources,” both internal and external to your organization.

Depending on the participants in a SWOT analysis, the process could involve a focus group or nominal group
process planning initiative. It might evolve into a steering committee, as well. The community members and
staff who are supporting the community in their planning efforts should be thinking about how to broaden com-
munity involvement in the planning process. Staff may be tasked with designing a survey to secure information
from a wider sampling of the community on problems impacting students. Students themselves could be part of
that process.

Staff will want to pull together information from existing community plans, policy documents and other, ear-
lier statements from the community on problems impacting tribal youth and community concerns in that area.
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These statements will document the issues identified as current priority problems that have been impacting the
community and a particular component of the community such as tribal youth for an extended period of time.
To identify problems, think analytically about the current situation and the vision for the future—what stands
between where the community is now and where it wants to be? Your community development “projects”
ultimately will describe an approach or strategy for overcoming the identified problems—projects are the plans
or proposals for eliminating the problems that are preventing a community from moving toward achieving its
identified need and ultimately, its vision. Thus, a well-developed project begins with a thorough analysis of the
problems.
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Version 1: Organizational Goals

One type of vision statement focuses on the organization’s goals. These vision statements are created as part of
a staff, rather than a community, planning process. An organization’s vision statement sometimes is complex,
and can appear to be cumbersome. It is more usable as an internal, staff document than as an external, commu-
nity document. Examples of this type of vision statement follow.

Alaska Region Example:

Create and nurture Alaska Native businesses and employment opportunities to capitalize on Alaska’s summer
tourism industry.

Native Entrepreneur Business Training

» Offer Small Business Development training

* Facilitate public and private funding opportunities

* Convey projected tourism industry trends

* Facilitate relationships between native owned businesses and major tour companies

Identify Tourism Related Jobs

*  Work with tourism businesses to identify employer needs

* Identify workforce development training needs and resources

*  Work with tourism businesses to project workforce employment and training trends

Promoting Cultural Tourism Opportunities

* Contact Alaska native cultural centers

* Identify successful native cultural programs

* Promote coordinated planning to develop native cultural venues and experiences

Promote Native Arts and Artists

* Identify existing regional native artists or groups

e Offer training in the promotion and marketing of local artists

» Offer entrepreneur development and training tailored to local artists

Promote Native Operated Adventure Activities

* Identify and contact successful Alaska Native adventure businesses

* Promote coordinated planning for the development of Alaska Native adventure businesses
* Identify special training/certification needs of Alaska Native adventure businesses

* Identify training opportunities for Alaska Native adventure businesses

Identify Needed Tourism Services

* Contact major tour companies to identify unmet service needs

* Identify tourism related service opportunities

* Identify workforce employment and training needs for tourism service industry
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Tribe Example:

The Abiqua Tribe

We work with the community, families, and individuals to define problems that prevent achieving long-range
goals, design strategies for measurably reducing or eliminating those problems and then take action to secure
resources for implementing those strategies.

In all our communities...

We have regularly scheduled meetings in all six tribal communities

We respond within three working days to requests for status information on tribal projects and programs
We are an acknowledged leader in customer satisfaction

We build our capacity and the capacity of other organizations serving the Tribe to create and effectively
manage programs that achieve community goals

We are a single point of entry organization that provides seamless service delivery to those who use our
Services

For all ages and populations...

We meet new, emerging needs in our communities by meeting with individuals and organizations in those
communities

We involve the community in overseeing and evaluating the operation of projects and programs

We provide a continuum of services in all program areas that address the needs of all tribal members

Using new strategies to address emerging challenges...

We work with the community to respond to new problems and challenges

We are constantly learning and maximizing our human potential

We are a leader in product and service innovation

We use fully integrated technology and information systems to develop and deliver products and services
We build innovative partnerships and expand our resources base

While preserving our culture...

We build our programs on a cultural foundation

Our trust in each other is rooted in our heritage

We show the highest respect to our spiritual and cultural leaders

We share what is appropriate to share of our beliefs and we share them in a good way that respects the be-
liefs of others
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Urban Indian Center Example:
Aniwer Urban Indian Center

We envision our center as the metropolitan area’s central resource for comprehensive culturally appropriate
services and preservation of Native American traditions for urban American Indians that provides a welcoming
environment.

A Connection...

*  We work to assist families to adjust to metropolitan living

*  We work to assist families in maintaining their cultural ties to their home communities

*  We strive to build bonds of understanding and communication between Indians and non-Indians in the met-
ropolitan area

Keeping Our Heritage Alive...

*  We provide comprehensive culturally appropriate services (health, education, and social services) to our
community members to promote and maintain general welfare

* We provide programs that foster the economic and educational advancement of Indian people

*  We provide adult and youth programs to sustain cultural, artistic, and vocational pursuits and to perpetuate
Indian cultural values

Version 2: Simple Statement

Another type of vision statement can be quite short; almost simplistic in its view of the future. It answers the
question, “What would a perfect world look like, where our organization was no longer needed?”

For example:

* All our Hawaiian keiki (kids) grow up speaking the Hawaiian language fluently in every home, workplace,
and community event
e Every home in American Samoa will be energy efficient

Neither of these types is particularly better or worse than the other; merely different approaches to envisioning
the difference that your organization or your efforts can make leaving the world a better place because you were
here. Your organization must determine which approach is better suited to your organization and the people you

SE€rve.
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 APPENDIX D: SAMPLE FORMS
FOR COMMUNITY INVOLVEMENT

Sample meeting invitation form, adapted from Selkgregg’s Community Strategic Plan Guide and Form (p. 13):

Invitation to Plan Our Future
We are making a plan for our community. Come and help. The plan will be based on our common values.

This meeting is an opportunity to help create a picture of what you would like to see when you look out the win-
dow of your home, and what kind of a place you want our community to be many years down the road.

Please come, share your thoughts, listen. Help make our future.
Date:

Time:
Place:
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Sample public process recording form, adapted from Selkgregg’s Community Strategic Plan Guide and Form,
(Form #22):

Provide a record of your public process below. Use one of these forms for every meeting, interview or
survey you complete.

Type of public process (circle one):

meeting interview survey other
Date:

Location:

Topic:

People in attendance:

For meetings, attach a sheet with the names of all people attending.
For interviews, record the name of the person below.

For surveys, write the number of people surveyed below.

Summary:

Include a brief summary of the key outcomes below.
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