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CHAIRMAN PLANNING GUIDES

THE WHO, WHAT, WHEN, AND HOW OF A PROJECT

The Chairman Planning Guide is a tool to make the steps in planning and implementing a project clearer.  It helps the chairperson to anticipate potential problems prior to them arising.  It teaches chairpeople budgeting skills and it recognizes resources that might otherwise be missed.  The Chairman Planning Guide is as much a part of leadership development as any part of our organization.  Being a Jaycee, we are lucky enough to have review procedures in place to recognize chairpeople for their hard work, part of which is through Chairman Planning Guide evaluations and judging.  This way, our hard work as a team can be recognized by our state, national, and international organizations.

The Chairman Planning Guide is often looked upon as a dreaded experience.  What makes sitting down and writing a Chairman Planning Guide difficult for most people is that they don’t know where to begin and they don’t understand why writing a Chairman Planning Guide is SO important.

WHY IS IT IMPORTANT?

· Planning Tool.  Each question of the Chairman’s Planning Guide is specifically designed to aid the chairperson plan their project, think outside the box, anticipate problems, and solve those problems before they happen.  If a Chairman’s Planning Guide is written correctly then the next chairperson will be able to learn from the mistakes of the previous chairman and not repeat the same mistakes.  This will result in more quality being added to the project if it runs from year to year.
· Historical Reference.  Chairman Planning Guides help future chairpeople plan their projects.  The easiest way for people to plan for the next annual project is to evaluate what went well in previous years and what difficulties should be avoided when planning so as not to repeat the same mistakes.  The Chairman’s Planning Guide should be looked upon as a living archive of the history of our chapter.
· Back-Up for the Internal Revenue Service.  Chairman Planning Guides serve as our project plans and evaluations during the IRS inquiries and help us to maintain our non-profit status.
· Awards.  Although we don’t do what we do for awards, they are a nice way to gain exposure for the chapter.  A well written Chairman’s Planning Guide can not only win an award, but it can spark ideas for other chapters across the state to run similar projects, which benefits the entire organization.
MAKING IT EASY

· Ask Questions.  The only stupid question is the one that is never asked.  No body is an expert at putting together the perfect Chairman’s Planning Guide, but the more you know and discover will benefit the entire organization.
· Use Available Materials.  The sheet is part of a package of materials that have been put together with project planning and preparation in mind.  It will help you ask the right questions, meet deadlines, and have an accurate Chairman’s Planning Guide book!
· Use Available Resources.  You don’t have to “go it alone.”  The Jaycees have people resources (previous chairmen, director, vice president, programming officer, etc.) as well as materials available to make your project a success.
HOW DO YOU WRITE THIS THING?

The Planning Phase
Questions 1-7 of the Chairman’s Planning Guide are considered the planning phase of the guide.  Think of it like a business plan for a work project.  This is the idea.  This is how I think I can accomplish it.  Here are my goals that I need to fulfill to make my project a success.  Here is what I think it will cost to make the project work and where I intend to get the money.  These are the resources that I am going to use.  This is a timeline to get things completed.

1. Primary Purpose.  The primary purpose of the project should be a brief statement that reveals the “what” of the project.  It should directly tie into the area in which it relates.  In other words, if you are running a recruitment project, your primary purpose should be to recruit members.  If you are running a fund-raiser project your primary purpose should be to raise funds, not provide volunteers.  Be as general as possible and keep it contained in one sentence.  Anymore and you have written too much.  It is also important that ONLY ONE purpose be mentioned.  Quite often the writer of a Chairman’s Planning Guide will write, “The primary purpose of the (project) is to raise money and have fun doing it.  The correct statement would be to just raise money.  Also, DO NOT include a goal within your purpose.  Goals will come at a later point in the Chairman’s Planning Guide.  Let the purpose be the act of the project, not the result.

2. Description.  The description area incorporates several items into it.  First the project description is exactly that…a summary of the who, what, where, why, when, and how of the project.  Include background information.  If it’s an annual project, discuss the reasons why it was begun and continued annually.  If the project is new, discuss what brought the idea to the table.  Tell the basic story of the project.  There is no need to discuss every detail, however, don’t be too vague either.  You can elaborate to a point.  What I mean is that you can write a few paragraphs, not a few pages.  Next, include the Chapter Plan information and Mission Statement of your area.  This shows how your project fits into the “big scheme” of the chapter and how it relates to the overall goals and objectives of our chapter.  Ask your director, vice president, or programming officer for this information if you do not already have it.  Finally, you need to set goals for the project.  You are not limited to the amount of goals for your project.  However, it is recommended that you have a minimum of 3.  If you have several sub-chairmen, you should have at least one goal which relates to that sub-chairs involvement in the project.  So if you have 15 sub-chairs, you should have 15 goals.  Your first (or primary) goal should be directly related to your primary purpose.  For example, if your primary purpose is to recruit new members, then your goal 1 should be to name how many members you intend to recruit.  If it is a service project, how many volunteers needed?  If it is a fund-raiser, how much money do you want to raise?  Get the picture?  Don’t write goals just for the sake of having goals.  Use S.M.A.R.T. goals.  S.M.A.R.T. is an acronym for Specific, Measurable, Attainable, Realistic, and Time Oriented.  The scope of the goals should reflect the scope of the project.

3. Specific Volunteer Assignments.  This is very straightforward.  Tell who will be doing what for the project.  Identify duties for each team member.  Include fellow Jaycees and non-Jaycees who will help with the planning, implementation and evaluation of the project.  Describe what each person’s role will be (this section is also good for finding sub-chairs who might want to become the chairperson over a particular project).  There will always be the president, vice president, director, and chairperson.  But if you have a committee, each member and their duties MUST be mentioned in this section.  Include all contact information such as address, home phone, work phone, cell phone, e-mail address, or any other way to contact these people.  It is important to have everyone at your fingertips in case of the need for immediate information.

4. Specific Materials, Supplies, and Resources.  Again, very straight forward answer.  Tell what items will be needed to complete the project.  List items borrowed from the Jaycee Office like coolers, banners, etc.  Also list things you many have to buy or have donated from others, like meeting space, food, awards, etc.  List the places of business from which you will obtain these items with contact names (with position title), business names, addresses, and phone numbers.  This will make it easier for others to get in touch later.  Be sure to note in the evaluation section of the Chairman’s Planning Guide if the vendors were easy to work with or if there were challenges that could be avoided by using another vendor in the future.  It is also important to note that listing the Office Manager as a resource in this section is often a wise move because it will allow future chairpeople know who to contact for various Jaycee equipment.

5. Potential Problems and Possible Solutions.  This portion forces the chairperson to think outside of the box!  Consider what you will do if things go wrong.  Consider weather, lack of interest, and other items that will be specific to each project and give possible solutions or back-up plans.  You are not limited to just one solution to each project.  It is also recommended that as a problem occurs that you did not originally anticipate you include it in your final Chairman’s Planning Guide.  The idea is to prepare for anything and everything.  The more problems and solutions you have, the more prepared you will be.

6. Proposed Budget,  List the estimated project income (appropriations or advances from the chapter, sponsor donations, admission and donations) and expenses.  Make certain that income and expenses equal and those donated items appear in both the income and expenses.  This part shouldn’t be as difficult as it sounds.  If question 4 has been answered properly, then it should be a piece of cake.  You should already have a general idea about what everything will cost and if it is a purchase or donation item.  You do want to be specific and get as close to the actual costs as possible, especially if you are asking for an appropriation or an advance from the Board of Directors.  You want to list everything.  List the amount of the appropriation you are requesting from the Board and all the items with their estimated values under the INCOME heading.  The EXPENSES will list each item that needs to be purchased with there estimated value.  One line item will read Value of Donated items.  Bring the total of the list form above to this line item.  If you have difficulty with your budget get your director, vice president or treasurer involved.  That is what they are there for.

7. Specific Steps To Be Taken.  Create a detailed list of what actions will be taken or need to be completed to make the project come to fruition.  Make certain to include dates and times where possible and remember to spell out the day of the project (set-up, clean-up, events of the day) and not to just put, “the project takes place.”  Once this section is written you WILL NOT make changes to it.

Remember, all of these steps (except #7) can be revised after the planning process.  As your resources change, make a note to change it in the Chairman’s Planning Guide.  If your volunteer assignments change or you need to add some, do it.  The Chairman’s Planning Guide is a living document that is meant to be updated and changed throughout the process.

IMPLEMENATION AND EVALUATION

8. Revision to the Plan.  This is the place to record changes to the original plan.  Explain the reasoning behind the changes – this helps with future planning.  Did a supplier increase their prices from last year?  Did you need to add a committee member?  You didn’t get to hold all of your planning meetings due to weather.  Sometimes a revision is enhancing the original plan.  Keep this ongoing throughout the planning/running of the project.  Every project, no matter how well it is planned will have changes to it.  Too many times chapters will say, “No changes.”  That’s bunk!!!  NOTHING EVER GOES AS PLANNED!
9. Changes and Recommendations.  This is the section to mention that one vendor didn’t work out as well as another might have, or that the date could have been better.  Think about the whole project and make recommendations that will ensure a better project if it is run again.  Try to state your comments in a positive manner and keep in mind, “What would you do differently if you had to do it all over again?”  Let future chairpeople know how to make the project better next time.
10. Overall Evaluation of the Project.  This is the place to discuss the results of the goals that were identified in question #2.  Always word results in a positive manner.  Use percentages to evaluate each goal (…meeting 151% of goal).  Remember, if you can’t state your results in a percentage, then it wasn’t a S.M.A.R.T. goal.  Use concise statements to discuss why a goal was exceeded or was not reached.  If you fail to obtain a goal, does this mean your project failed?  ABSOLUTELY NOT!!!!  Anytime you complete a project, it is a success.  That is why you use positive adjectives to reflect your results when writing them.  We write goals to measure our performance.  This helps evaluate the finished project.  Did we raise enough money?  Has public interest waned?  Do we need to plan to sell more hot dogs next year?  Forecasting the next time the project is run will stem from these goals.  Be as accurate as possible.  It would be a shame to have 100 hot dogs when only 10 volunteers showed, or vice versa.
The impact is also important.  We need to show how this project impacts the chapter, the individual members and the community.  This will determine how the project fits into the chapter plan.  Did we impact our members?  Mainly what this will determine is if the project is worth running again.

The overall evaluation is how you feel the project turned out.  This is where you can summarize everything.  If you didn’t get a chance to mention it before, mention it here.  Elaborate as much as you want.  Your reaction will tell if the project needs to run again.

See, answering the questions isn’t hard.  You just have to remember to keep it simple; consider all your option and make revisions where necessary.

Keep in mind: Writing a good Chairman’s Planning Guide can make all the difference in helping someone else be more successful in the future.  AND THAT’S REALLY WHAT IT IS ALL ABOUT!!
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WHAT MAKES A GOOD CHAIRMAN PLANNING GUIDE BOOK?

Contrary to popular belief, the Chairman Planning Guide is not a means to only win awards.  Granted, winning an award is one of the by-products, but it is not the primary purpose of them.  The Chairman Planning Guide is a tool to aid chairpeople and future chairpeople in running a successful project and developing leadership skills they can use in the future.  If you have followed the Chairman’s Checklist (available from either your director, vice president, or programming officer), then you should have plenty of materials to fill your book.

· The easiest way to have a great Chairman’s Planning Guide book is to save EVERYTHING!  Find a folder, box, bag, or whatever is easiest for you to keep track of and put everything in it.  This should include copies of meeting agendas (Board and Committee), attendance sheets, meeting notes, e-mails, newspaper clippings, The Projector articles, copies of purchase order/receipts, big checks accepted or received, publicity forms, correspondence, thank you notes, and pictures.
· Keep a calendar listing of events for your project meetings, shopping tips, announcements, The Projector deadlines, E-Mail Happenings deadlines, etc.  This will help you keep track of things that happen during the course of planning your project and help you maintain important deadlines.  The Chairman Planning Guide should be edited where necessary as your project develops – make revisions and record for the final submission.
· Budget sheets MUST balance.  Proposed/actual income must equal proposed/actual expenses.  Donated items must be entered as an income as well as an expense.  Any overage on a project will be listed as either, “Return of Appropriation,” or in the case of fund-raising projects, “Donation to.”  Make certain to keep copies of back-up to support your donations, expenses, etc.
· Remember that spelling and neatness COUNT!!!  That’s what spell check and editing are for.
· The most important questions in the Chairman’s Planning Guide are 1, 2, and 10.  However, the entire project should be completed and there should be NO unanswered questions.
· Number your pages.  Remember your completed book can only be 30 pages (fronts only) with 7 multiple pages included within that 30.  Multiple pages should be items that contain multiple pages, such as programs, agendas (that contain more than 1 page), The Projector articles, newspaper articles, etc. (i.e. multiple pages should not be 6 different purchase orders counted together).  It is also important to point out that your Chairman’s Planning Guide document is considered a multiple page.
· Make a copy of your completed book for the files.  This will ensure that there will always be an copy for future chairpeople to refer to when it is their turn.  PLEASE CONSULT WITH THE PROGRAMMING OFFICER BEFORE YOU TAKE A CHAIRMAN’S PLANNING GUIDE OUT OF THE CPG ROOM!

The following is the breakdown of the tabs for the Chairman’s Planning Guide book.  Under each tab is a list of items that should be included behind that tab.  If you refer to this list when assembling your book, you should have no problem figuring out which tab your back-up should fall under.  The pre-printed tabs can be found in the CPG room upstairs in the Jaycee Office.

Tab 1: Chairman’s Planning Guide

· This is your first multiple page.

· Should include your complete Chairman’s Planning Guide with questions 1-10 answered.  

· DO NOT include the Board of Directors summary sheets!

Tab 2: Financial Management

· The first page in this section will be the final budget page from the Chairman’s Planning Guide.

· Copies of cancelled checks.

· A listing of donated items (with associated values).

· Financial statements of your project obtained form the Jaycee Office Staff (Detailed Trial Balance Sheet).

· Invoices.

· Purchase Orders.

· Receipts.

Tab 3: Planning and Training

· Committee meeting notes/agendas.

· Instructions to project personnel.

· Training materials.

· Materials used for the project itself.

· Reports/Follow up surveys.

· Contracts.

Tab 4: Communications

· Directions to an event or map.

· Formal memos or e-mails.

· Incoming correspondence.

· Invitations.

· Letters, notes, phone calls (for phone calls you can put a page form the directory in with a note stating how many people were called from the roster or a phone log).

· Reminder cards.

· Membership Meeting Flyers.

· Copy of The Projector articles.

· Copy of E-Mail Happenings articles.

· A note about or agenda where a skit from a Membership Meeting was performed.

· Thank you notes.

Tab 5: Personal Management

· Sign-up sheets.

· Sign-In sheets.

· Non-Jaycee involvement list.

· Committee assignments and duties.

· List of new members recruited at event (include copy of application and cancelled check).

Tab 6: Public Relations

· Local newspaper articles (before and after).  *If there is no media coverage, then copies of articles in The Projector can be substituted.

· Public publications (local magazines, newsletters from other organizations, print outs form web-page ads, community bulletin boards).

· State/National Jaycee publications.

· Posters.

· Transcripts for radio or TV promotions.

· Publicity forms/public service announcements/advertisements.

· Brochures.

· Programs.

· Outgoing correspondence.

Tab 7: Photographs

· Pictures and captions (1 caption per picture)

· Picture pages CAN NOT be multiple pages.

· Number of pictures should be representative of the entire project (including planning where applicable).

ALL ABOUT PAGE LAYOUT

1. Chairman’s Planning Guides have a total of 30 pages, including back-up material.

2. Multiple pages – Your Chairman’s Planning Guide is a multiple page document and will count as multiple page 1 in your book.  You may have 6 additional multiple pages for a total of 7.

Just what is a multiple page?

A multiple page is a multi-page document such as magazines, bulletins, manuals or newsletters.

Other examples:

· 2-page contract.

· 8 pages of Board meeting minutes from the same meeting.

· 2-page press release.

· Multi-page The Projector articles.

What is NOT a multiple page?

· Photos.

· 3 different Purchase Orders.

· Board meeting agendas from different Board meetings.

3. Each page in the Chairman’s Planning Guide must be numbered.  It can be handwritten neatly in the bottom right-hand corner of the page or be typeset for neatness.  Multiple pages must state they are multiple pages.

Examples:

(Project) CPG Page 5

(Project) CPG Page 6A

(Project) CPG Page 5

Multiple Page 2

