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YIA Next Steps and Strategic Plan suggestions
For the CSTE/CDC 2021 Influenza and Zoonoses Education among Youth in Agriculture program
(Note: expanded comments on Logic Model design, as requested 11/22/21 by CSTE/CDC partners)
To sustain the successes and expand the reach of the Youth in Agriculture program’s grantees in a variety of states, there are several avenues that the CSTE/CDC project team might consider.  The following tools and “Next Step Planning” resources are suggestions that I offer for your consideration. In creating, updating, and developing a useful roadmap for next steps in the YIA project, the optimum approach would be to convene the CSTE/CDC project partners along with a few selected Early Adopters who have served as thought-leaders and implementers among the grantees in the progress made to date. 
Clearly these items listed below are not products that can be produced FOR the YIA program but can be extremely effective as guidance when they are created and utilized by the chief stakeholders in discussions.  I recommend that the CSTE/CDC partner team involve a few thought leaders from the pool of grantees—both a few seasoned members who have been involved for a few years, and 2-3 newer members. During our three virtual workshops held in October 2021, I did not hear many disgruntled comments, or critical remarks about the way that the program has been managed to date. As it turns out, the states who are not current grantees reported having situational challenges, and/or special COVID challenges, and/or changes in staffing which impacted their availability to design this year’s participation. So, I don’t believe there are many “criticisms” to factor in or develop interventions and corrections for. But involving grantees in together updating a YIA Logic Model—or any of these road-mapping activities which follow---is that these grantees will bring a wealth of practical implementation ideas, as well as bandwidth and implementation ideas.  
· Review, enhancement and expansion of the YIA Logic Model (See the end of this report for the 2017-2018 USDA/4H/ CDC Partnership Logic Model, as one of the many effective examples to consider for group-review and examination). Logic models are effective tools to assist in program planning, implementation, management, evaluation, and reporting. In the case of the YIA project, an updated Logic Model will help define this program’s intended impact and goals; the sequence of intended effects; which activities are to produce which effect; and where to focus outcome and process evaluations of the YIA program.  By together creating a logic model, the partner team will establish a graphic illustration of the relationship between this program’s resources, activities, and its intended effects. This tool can be used as a road map to clarify the specify causal pathways and the step-by-step relationship between planned work and intended results. Specifically, the YIA logic model can illustrate the resources or inputs required to implement a program (including the current resources and expected/ projected resources), the activities and outputs of this program, and the desired YIA program outcomes (short-term, long-term). 
· Inputs are the various resources available to support the program. In this case, the partner team will list the staff dedicated as support and resources, the templates and samples inventoried in the new Resources Repository, and the projected funding. Activities are the action components of the program; in the case of the YIA program, the activities might be listed on the large-picture scale (actions that will be done by the partners such as contract management, discussion and group resource exchange, and evaluation assistance to be provided).  Outcomes are the intended accomplishments of the program. For the YIA program, the partner team may determine the short-term, intermediate, and long-term or distal outcomes. These might be: RFP ….
· Strong goal statement: The YIA team may wish to examine together the goal-language, to determine whether any updates are needed in the language according to program direction from priorities, guidance and management.  The YIA goal statement will reflect a specific expected program effect in reducing the stated, spotlighted health problem as well as the priority population to be served.  The partner team should see that the current (or refreshed, if needed) goal language is jargon-free, concise, and plain language. This goal language will list in positive terms the decrease in health risk behavior/outcomes. 
· Components and examples I suggest that the partner team consider: The inputs are best determined by the partner-team, outlining the internal program resources and allotments. 
· For activities, I suggest that the team might list:  Conduct RFP process,  Develop and promote the resource repository with naming conventions and oversight plans, Orient all grantees per fiscal period to access and expand on shared curriculum materials, Demonstrate train the trainer techniques which grantees can adopt, Provide technical assistance and evaluation services. 
· For determining outcomes desired, the partner team will agree on impact and intended results of the program, identifying short-term and intermediate outcomes. Short-term outcomes are, for instance, the intended knowledge, awareness, attitudes, skills, and intentions by the end-users. Aiming for the desired educational outcomes by the end-users (the youth in the agriculture programs at the various states), these might include: By December 30, 2022, grantees will deliver all lessons from their grant proposal plans to 80% of their targeted audience. Each grantee state will have trained 40 agriculture trainers in the state on the foundational, selected scientifically based agriculture education curriculum. Of the (for example, 200) youth targeted, 80% (160) will complete 6 educational/ disease prevention sessions by December 2022. 
· Agreeing to clear expectations to share with the grantees will help inform them of baseline criteria that can be used for determining progress as well as end-state accomplishments. 

· One key to determining next steps for sustaining and strengthening the Youth in Agriculture program can be examining and making any updates to the Logic Model from 2017-2018. Note that this logic model is designed to address partnership evaluation. The current partners may wish to build upon this foundation by addressing next steps in program design and delivery, guidance and resource repository development. Building upon this foundation will inform a fresh version of a strategic logic model which can be of use in the current iteration of the program.  
In taking a fresh look at the YIA Project Logic Model, the project partners may wish to consult and discuss useful examples of logic models they are familiar with. Excellent models are found in several CDC program offices (see, for example, CDC’s Division of Heart Disease and Stroke Prevention) and other federal programs, such as USDA/NIFA found at: “Generic Logic Model for NIFA Reporting.” Regardless of the specific tool or discussion framework used, the classic emphasis in creating or updating a logic model is to examine activities and inputs, outputs, outcomes and impact. By detailing and discussing these items together, the YIA partners will be able to synchronize with one another’s views about both the steps that lead to long-term objectives and the connections between program activities and outcomes that occur at each step of the way.  
As with the best projects that use a Logic Model for guidance, it’s recommended to use a “left-to-right” process by connecting a series of “If, then” statements to identify and connect activities and anticipated outcomes. The process is to ask how to complete the following as it related to the Youth in Agriculture project: 
“If we have ____ and ____, we can (do) _____ and _____, which will result in _____ and ______.” 
In addition, having the YIA project partners and early adopters review and make updates to the working logic model will serve to solidify partner connection and commitment to the program outputs. 
In addition to using the logic model for planning purposes, this can also, naturally, be used as an evaluation tool by determining what to evaluate. The appropriate evaluation questions can be identified based on the adopted or updated model, as well as clarifying the indicators, knowing what information to collect to answer the driving questions. This will inform the data collection sources, methods and appropriate choices for instrumentation to use. 
· ”Strategic Planning” is used to refer to a variety of activities or models which can be used for this current project and partners. Whether creating an informal or formal plan, a simple or an elaborate plan, one of the most important elements is to have the key players co-create the prioritization and action planning. Establishing a sense of ownership for the process and the product is essential to building a plan which people feel “belongs to them.” Rather than be handed down from management or adopted identically from any other existing program, the key to buying in to a YIA action plan and carrying it out is that “People support what they help create.”
In essence, the key steps in any fruitful strategic planning process are these: 
· Determining strategic position (resources, inputs, end-users, demands, needs) 
· Prioritizing objectives
· Developing plan for implementing and addressing priorities
· Execute and manage the actions, activities and situational context
· Review and revise as needed, both in short- and long-term timeframes
Once the project team determines desired next steps and interests for the YIA program, creating a strategic plan together will help guide decision-making, resource allocation, roles and responsibilities. 

· SWOT analysis: A classic activity which creates an excellent lens to examine a working project such as this: Together the team will examine and determine both the internal factors related to this project (Strengths and Weaknesses) and external (Opportunities and Threats) as key factors

· Gap analysis: The CSTE/CDC project partners might together examine “What is” and “What you want to be.” First, the team can depict and describe a clear picture of the current project status including data and products from grantees’ activities, outcomes and suggestions. Then the project partners can together create a depiction of the desired state for the project, including number of grantee states, quantity and quality of the data and products. 

·  Force Field analysis: Developed by Kurt Lewin, this tool is very useful when examining the strengths of various factors (both positive and negative) that influence an intervention.  This might be a very helpful discussion frame to use with current and former grantees, also including knowledge and input from the project partners, CSTE and CDC.  What are the factors (personnel, political will, agency priorities, available resources, local and state attitudes, traditions, regulations, values, needs, etc.( which help drive toward the creation of Youth in Ag programs, and what are the factors which drive against the development of those programs? What are the driving forces, and what are the restraining forces? 

· “Strategy Triage Tool” One innovative tool that has gained recent attention among group facilitators is the “Strategy Triage Tool” developed by Marian Urquilla with StrategyLift. This tool is helpful for a group, a team, or a project group to examine the “line of sight” especially during a time of disruption such as COVID 19. The following are two items for consideration: 
a) the link to the tool itself as it was adapted to use with the Alliance to End Hunger, and Following are: the link to the tool template itself which the author encourages users to modify as needed, and
b) the recent blog post from the author to explain its development and invite users’ input, application and lessons. 
https://alliancetoendhunger.org/wp-content/uploads/gravity_forms/13-f8f4825afc84921bd400f00919c81a7a/2020/07/Strategy-Triage-Tool.pdf
https://centerforcommunityinvestment.org/blog/reimagining-strategy-context-covid-19-crisis-triage-tool

· VIRTUAL MEETING “NEXT LEVEL” ENHANCEMENTS TOOLS might be considered as well. With the current upswing in facilitating online meetings, a variety of user-tools has emerged which might be examined. Not only will these be useful for grantees in holding peer-meetings, but these also might be recommended for grantees to use with youth in their states for creating engaging meetings. To use the well-adopted Train-the-Trainer model which several YIA states are implementing, it might be a great grantee-exchange to hold an online meeting using one or more of these programs/ tools….asking grantees to demonstrate activities or games for one another which other states could then adopt and adapt for their own usage. In other words, we might have the grantees develop a Train-the-Trainer session for the Trainers. 
Technology needs must be considered (considering, for example, the fact that the Maine CDC grantee mentioned her own difficulties with accessing Basecamp). But even those there may not be 100% bandwidth readiness, it’s likely that some Best Practices can be developed  by grantees who are able to participate. 
Tools to consider for online engagement and facilitation (most of which have shallow Learning Curves and are designed intuitively): Slideboards, Annotation tools, Mentimeter, Mural, Mirro, Klaxoon, VibeBoards, Idea Boardz, Jam Boards. Live meeting tools such as polls, whiteboards, co-creation practices and instruments. Shared authoring of live Google Docs might be of use for the grantees, as well as get-acquainted activity demonstrations might be of help for demonstration to grantees.  
· Best steps for next steps: I suggest that the current partner team of CSTE/CDC personnel associated with this project begin with the previous version of the Logic Model and re-visit this together. The team can make updates/ corrections to Input, Activities, Outputs, Short-term outcomes, Intermediate outcomes, and Long-term outcomes, according to scope and current definition of the project. 

It has been a great privilege working on this project, learning of the high-caliber educational programs being designed and delivered to impact Youth in Agriculture. Developing useful questions and facilitating the grantees’ virtual workshops and discussions with the CSTE/CDC partners has been intriguing and enlightening. I look forward to learning of next steps and accomplishments by the grantee states, especially the enhancements which will take place as the already-excellent Resource Repository receives a new, improved layout and design. Reflecting with the partner team about both the Workshop Summary document and this Next Steps set of options has been an excellent way to generate ideas and plans for continued success. This is such important work with the Public Health jurisdictions: as one of the grantees stated, “This is perhaps the best project to devote time and resources to: applying the work and research of public health into practical usages and settings.” 

Updates submitted Nov. 30, 2021
Claudia W. Brogan, facilitator
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BE HEALTHY

No food or Wash your
drink hands with soap pacifiers
in animal and water when and avoid
areas. you leave the hand-to-mouth
barn. contact.

Senior citizens, children under 5, pregnant women

and people with chronic health conditions or a weak
immune system should take extra care around animals.
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