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Great Lakes Community Action Partnership 

 Strategic Plan  

October 1, 2020 through September 30, 2023 

Background and Process: 
 

Great Lakes Community Action Partnership (GLCAP) has experienced significant growth since its last 
strategic planning process. Not only has the organization transitioned to a new, more reflective brand, it 
has gone through a process to centralize operations in a new headquarters building. Having successfully 
implemented its planned growth strategy, GLCAP is now able to consider how it will continue this 
trajectory.  
 

Prior to the start of the Strategic Planning process, GLCAP undertook several assessment processes. With 
the assistance of a consulting firm, an in-depth comprehensive Information Technology (IT) assessment 
was conducted. With the contracted assistance of WIPFLI, an Organizational Climate and Culture study 
was completed, utilizing input and feedback from all staff. Finally, the comprehensive Community Needs 
assessment was completed, engaging staff, participants, community members and partners in setting the 
strategic direction for the organization.   
 

The Ohio Community Action Training Organization (OCATO), the Ohio Association of Community Action 
Agency’s training arm, assisted in the creation of the strategic priorities for the 2020-2023 GLCAP three-
year Strategic Plan.   
 

The 2020-2023 planning process is again designed around the five corporate themes from the current 
Strategic Plan, while prioritizing strategies to address opportunities from the various assessments.  The 
Plan was developed in three phases: 

 
 
The following document reflects the collective vision of various stakeholders who provided insight and 
perspective into current conditions, as well as the future challenges that will impact the lives of low-
income families in Wood, Sandusky, Ottawa and Seneca counties and beyond. 
 

Phase #1 - Environmental Scan/Data Analysis 

Phase #2 - Internal SOAR 

Phase #3 – Consolidation of Plans 
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*Special note — The timing of this planning process coincided with the COVID-19 pandemic, which did 

not allow for in-person meetings. All communication was conducted through email and video conference 

platforms. It should be noted that the plan does not directly consider the impact of the virus on the future 

of the organization; however, there is a recognition that the plan might need to be modified over time to 

reflect this reality. 
 

Data Collection 
In order to gain a collective understanding of current conditions and consider all relevant data, key staff 
spent time with the facilitator to discuss its work in three areas: 1) Information Technology (IT), 2) 
Organizational Culture and 3) Community Needs. GLCAP explored each area in depth to gain an 
understanding of internal and external factors that impact the future of the organization. These 
documents were reviewed during a facilitated session with the organization’s leadership.  
 

IT Strategic Plan 
The IT Strategic Plan and Roadmap project was launched to better align the agency’s technology with its 
needs for current operations and future growth. 
 

The project was designed to meet three primary objectives: 

 Assess the current infrastructure with particular attention paid to cloud technology opportunities 

 Identify opportunities for improved operating efficiency and reduced redundancies 

 Uncover unmet needs of GLCAP end-users 

 

Focusing on GLCAP’s business and what it requires to cost-effectively serve its communities, the project 
defines a sequence of technology investments over a three-year period to address current challenges and 
position for efficient future growth.  
 

Culture Survey 
The Organizational Climate and Culture assessment used reliable and validated tools to assess the current 
culture against the desired culture. The discussion and results provide a framework for the organization 
to shape strategies to move us toward the desired culture. 
 

Community Needs Assessment 
The Community Needs Assessment (CNA) is a comprehensive review of community data and available 
resources designed to guide the organization’s planning process. The CNA includes an analysis of 
demographic trends, a breakdown of factors that significantly impact the community and identification of 
internal and external resources that could be deployed to address challenges. It contains quantitative and 
qualitative stakeholder/customer data. Additionally, the CNA prioritizes the needs identified according to 
importance.  
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The report is used to: 

 Assess the level of poverty within the whole community. 

 Assess how well the needs of low-income individuals and families are currently being met 
including what assets and resources the community has. 

 Identify service barriers that limit the effectiveness of the current service network. 

 Build awareness of Community Action and our community’s agenda. 

 Develop recommendations to enhance the community’s ability to address the concerns of low-
income individuals and families. 

 

Board Focus Group 
The facilitator conducted a focus group discussion with a group of GLCAP Board members. Questions were 
structured on a strategic planning survey tool OCATO has developed to gain various stakeholders' 
perspective. In September 2020, the Board members were asked the following: 
 

1. Why do you care about the future of GLCAP? 
2. How do you want GLCAP to be known? What should the organization be “best” at? 
3. What do you see as the biggest challenges facing the communities in which GLCAP serves? 
4. In what program or administrative area(s) do you believe GLCAP has performed particularly well? 
5. In what area(s) do you believe GLCAP could improve? 
6. What other services do you think GLCAP should provide in the community? What’s missing? 
7. Are there any community partnerships or initiatives of which you believe GLCAP should 

establish or play a role? 

 

Planning Sessions 
During Phase 2 of the project, the facilitator worked with GLCAP leadership to establish a three-year vision 
and to begin identifying strategies to achieve the vision.  The management team reviewed and analyzed 
all available data to identify future trends along with strategies to align GLCAP to effectively address 
community and organizational needs.  
 

Data Review 
To begin the planning process, the facilitator led a discussion with the senior management team. The 
group reviewed and considered data from the IT Strategic Plan, Culture Survey and Community Needs 
assessment, which included customer feedback information. The facilitator helped the group reflect using 
the Focused Conversation Method. The process involved asking a series of questions that moved the group 
towards consensus. The ORID (Objective, Reflective, Interpretive, Decisional) questions stimulated 
discussion and thoughts in a natural conversational setting. 
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Key Assumptions: 
 

This strategic plan is based on a series of core assumptions about current realities and future trends, each 

of which has implications for GLCAP. 

Assumption  Implication for GLCAP 

External forces will reduce the number of CAAs and will 

lead to mergers/acquisitions 
GLCAP needs to position itself as a statewide and 

regional leader that can leverage its 

experience/resources to effectively expand its service 

area 

Political pressure to implement austerity will 

reduce the amount of funding available to CAAs 
GLCAP will have to diversify funding sources and seek 

an increase in unrestricted revenue through 

traditional and non-traditional methods 

Key staff members and strong community supporters 

will retire and leave a leadership gap 
GLCAP will have to recruit and retain strong leaders 

who can continue to manage the organization as well 

as build relationships with key community supporters 

Public perception of poverty, especially those who 

seek services, will impose limitations on the types of 

services offered as well as who qualifies as 

impoverished 

GLCAP will have to continue to identify pressing needs 

in the community and develop solutions  

A new generation of leaders who have no connection 

to the Civil Rights Movement and the War on Poverty 

need to continue the anti-poverty movement 

GLCAP will have to consider its purpose and mission in 

the context of the modern discussion around poverty as 

well as build a bridge to its past 

New technology will change how CAAs 

operate internally as well as how they offer 

services 

GLCAP will have to determine how to best utilize 

technology in its efforts to deliver high quality service 

as well as its responsibility to maintain compliance 

and engage in a process of continuous improvement 

The ongoing COVID-19 pandemic will continue to impact 
communities and the organization in ways that are 
known and unknown 





GLCAP will have to identify new ways to provide quality 
services and address community issues that do not include 
face-to-face interaction 

 
Strategic Vision: 
 

Establishing a Strategic Vision 
After processing the data, the facilitator led the group in an exercise to establish a Strategic Vision. A 
Strategic Vision concentrates the attention of the group on what it would mean to achieve your mission. 
In this case, the role of the Strategic Vision provided a framework for subsequent strategic planning 
activities. The facilitator asked the group to answer the following question: What state does the world 
need to be in for my CAA to no longer be necessary? 
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Based on the responses, the conversation produced the Strategic Vision that would be used as the 
framework for the rest of the process: 

 
 
 
Vision 
 
In a world where Community Action Agencies (CAAs) are no longer necessary, our community would have 
a strong local economy where basic needs are met and families can achieve personal contentment. It also 
a more inclusive and engaged community. 

 
Our ideal community includes: 

 Education for all children 

 Happy, healthy families 

 Full employment with living wages and benefits  

 Strong, growing businesses 

 Modern, quality healthcare available to all  

 Childcare and transportation are available, convenient and affordable  

 GLCAP customers learn skills to advocate for themselves  

 Seniors and children are cared for in their own homes or quality facilities 

 Community infrastructure is accessible, affordable and available  

 Homes are safe and affordable 

 
Mission 
We create partnerships and opportunities to help individuals, families and communities thrive. 
  

In a world where Community Action Agencies (CAAs) are no 
longer necessary, our community would have a strong local 
economy where basic needs are met and families can achieve 
personal contentment. It is also a more inclusive and 
engaged community. 
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Strategic Priorities: 
 

Action Planning 
The following five outcomes and associated strategies were developed. 
 

Corporate 
Outcome #1: 
Efficient & 
Responsive 
Technology 

Strategies: 
 Modernize infrastructure and core services to support the 

organization.  

 Implement technology solutions that improve internal operations 
and increase capacity to function remotely. 

 Develop IT practices and policies to ensure strong governance and 
oversight. 

 

Corporate 
Outcome #2: 
Enthusiastic, 
Engaged and 
Empowered 
Staff 

Strategies: 
 Develop and implement recognition initiatives that complement and 

promote our ideal culture. 

 Create and implement communication strategies to engage staff. 

 Develop and implement strategies to improve the employee 
experience. 

 

Corporate 
Outcome #3: 
Responsive 
Resource 
Development 

Strategies: 
 Work with new and existing partners to address community needs. 

 Identify foundation and fee-for-service funding opportunities. 

 Market grant writing services to partners and potential clients. 

 Explore new lines of business/sustainability initiatives based on 
community needs and emerging trends and resources. 

 Pursue affordable housing development options. 
 

Corporate 
Outcome #4: 
Knowledgeable 
and Engaged 
Board 

Strategies: 
 Foster a culture of innovation, engagement, advocacy, and 

accountability. 

 Enhance Board performance through member education and 
training, information sharing and strengthening relationships. 

 Oversee strategic initiatives, financial health and accountability, and 
risk management strategies.  
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Corporate 
Outcome #5: 
Enhanced 
Community 
Awareness 

Strategies: 
 Develop marketing/communications plan. 

 Build resource library for programmatic and organizational 
promotions. 

 Enhance coordination of marketing efforts among programmatic 
staff. 

 Improve public awareness of the services we provide to individuals, 
families, and communities. 
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