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Who we are

Not for profit, industry led
organisation

Program delivery agent for
the Provincial and Federal
Government

Legacy and sustaining
funds to invest in industry
priorities
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Presentation Notes
Not for profit, industry led organisation

Program delivery agent for the Provincial and Federal Government- we help government deliver programs to the sector. 
What does that look like? Help provide solutions that improve client service and improve efficiency.  The programs that are developed between industry and government are meant to be impactful and they are meant to address challenges, drive innovation and adaptation and resiliency, sustainabilty and we help eligible groups and people access these programs. 

Legacy and sustaining funds to invest in industry priorities 


Public Service Announcement: Active IAF
Programs

* Canada —BC Agriculture and Seafood Market
Development Program

* Canada — BC Agri-Innovation Program
*BUY BC Program



——mm——.
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Strategic Planning- How many of you have been through a strategic planning event?

One word answers – how did it go, what was the one work that sticks out in your mind?

Canvass audience.
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Can end up like this…
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Of feel like this!

Strategic Planning- How many of you have been through a strategic planning event?

One work answers – how did it go, what was the one work that sticks out in your mind

Canvass audience.


o Oct 2018

SCAN

the consultants

interviewed  all

Key Activity Timeline

In October 2018 IAF embarked on the development of its five-year strategic plan. With support from Berlineaton Management Consultants IAF went
through a six-stage process:

Apr 2019

CONSULT

key

the IAF Board and Management Team held a

Jun 2019

the IAF Management team developed the

stakeholders, the IAF Chair and Executive
Director met with all IAF members to gather
key information on the environment in

day long Member and other stakeholder
engagement session to gather feedback on
the draft vision, mission, values and goals.

tactical plan that supports the execution of
the strategic plan and at the IAF Board
meeting on June 19t 2019 the strategic

which IAF is operating.

ARTICULATE

the IAF Board and Management team
utilized the feedback from the key-
informant interviews to develop the IAF
vision, mission, values and goals

O Feb 2019

plan,
approved.

DEFINE

the IAF Board and Management team
refined and finalized the goals and strategic
priorities with input from IAF members and
key stakeholders.

O May 2019

and associated tactical

plan was

_—

EXECUTE

the IAF Board and Management team have
commenced implementation of the tactical
plan. The IAF Strategic Plan will be officially
launched on October 29, 2019 and progress
will be reported on in the IAF Annual

Report.
O >Jun 2019
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What did we do at IAF
SCAN
Conducted 26 confidential, 45-minute interviews with 12 of 13 Director
Five IAF staff
Nine key stakeholders
Northern Development Initiative Trust (NDIT) – an organization similar to IAF. 
The questions that formed the basis of the interviews were sent to interviewees in advance
What is your vision of the future for BC’s agriculture and agri-food sector? 
What are some of the key change drivers influencing that vision? 
How ready, on a scale of 1 to 10 is the IAF and the Board to promote sector success?  If this score is less than 10, what does the IAF and the Board need to do to get to 10/10? 
As organization, where does IAF excel? Where can it improve? 
What are the top 3 things that IAF could do to help the agriculture and agri-food sector in general?
As an IAF director, what aren’t you doing that you want to be doing
This was a full day session with the Board.  The success of this session was the hands on approach used by the consultants. The Board had to do all the work. There was not canned answers, not staff led discussion. This was all Board with a heavy does of input.
To develop the key elements of Vision, Purpose, Values, and input into Goals for the Investment Agriculture Foundation.
ARTICULATE
Vision- A vivid description of a desired future that is a dramatic stretch from where an organization is today written in a way that is clear, understandable and memorable.
Mission- Describes an organization’s unique purpose, what it does week in and week out, year and year out, rather than where the organization would like to go.
Values- Beliefs that drive behavior
Goals- Key Results broadly defined in a 3-5 year timeline
Strategic Priority- “the what”- the key objectives that MUST be achieved for organization to success and meet the vision
Tactics- “the how”- timelines, accountabilities, milestones, results



Absolutley critical that everyone was on the same page in terms of understanding. 




STAKEHOLDER ENGAGEMENT




Consult

Who did IAF consult with when
developing the Strategic
Framework?

Agriculture & Agri-Food Canada

BC Ministry of Agriculture

UBC Dean of Land Food and Systems

GOVERNMENT

& OTHER

BC Greenhouse
Growers Association

Consultations

Horse Council of BC

MEMBERS

BC Pork Association

ASSOCIATIONS /
COUNCILS
Small Scale Meat Producers Assoc

BC Food & Beverage Processing
Assoc

BC Landscape & Nursery Association
BC Fruit Growers Association

BC Grain Producers Association

BC Strawberry Growers’ Assoc.

BC Assoc. of Farmers' markets BC Poultry Association
Certified Organic Assoc. of BC

BC Honey Producers Assoc.
BC Cranberry Commission BC Cattlemen’s Association

BC Dairy Association
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Full day of consultations – ½ day with Members and ½ day with other stakeholders. 
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of British Columbia

Strategic Priority A:

We must ensure our Strategic Priority A:

financial sustainability We must collaborate with
by creating an IAF Trust our funders on program
Fund and diversifying design and cost. ‘
our funding base. 3 il '

l“u’ii

GOAL 1: GOAL 2:
An enduring ¢ Responsive
resource for , &  and impactful

the sector VISION b programs

A vibrant and progressive
agriculture and food sector for \
BC that is sustainable and growing. >
Strategic Priority B: / LN Strategic Priority B:
We must have a Board MISSION We must create unique

and membership that . o IAF programs that
reflect the agriculture IAF creates funding opportunities | respond to industry

and food sector. to support a thriving BC \ needs and priorities.
agriculture and food sector
through the effective delivery
of programs.

GOAL 3:

. - A client-centred
Strategic Priority A: organization that
We must provide an delivers service IAF must be a great

excellent applicant L
PP excellence organization to belong

gl el lisationtoh " 3 T ' A\, ¥ wand marketing of all farm, food
| b AR and agri-based products.

Strategic Priority B:

Integrity Transparency Collaboration Innovation

We are honest, accountable and We operate openly and We engage and collaborate with We foster a work environment
consistently uphold strong moral communicate accurate government and industry to broaden that kindles ideas and promotes
and ethical principles. information in a timely manner opportunities for the sector teamwork and learning.
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Actual IAF Directors after 18 months of strategic planning
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Understanding that is the time for the greatest risk of failure.

So much energy has gone into planning and consulting and refine.  Now you have to implement and monitor and make sure you are in fact achieving all those goals!


How do you ensure your strategic plan is not a
llf ‘\»”
ail
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How do you ensure your strategic plan is not a fail? 
I took a look a some of common reasons why plans fail.


Top Five Reasons Strategic Plans Fail

1. Having a plan to tick a box
2. Partial commitment

3. Not having the right people involved and not having
the right people in leadership positions

4. Ignoring reality, facts, and assumptions
5. No accountability or follow through
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Not having the right people involved.  
Ignoring reality - 


What are the factors to ensure successful

implementation?
* Recognize what you are actually attempting to do:
Culture Change!

* Bring stakeholders into the process right from the
beginning

* Communication

* Leadership

* A plan behind the goals

* Curiosity and an willingness to change
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What are the antidotes the top five fail reasons?
Understanding that what you are doing is trying to change culture- so you need to research and understand what that means how to manage it in your organisation. 
Bring stakeholders in right from the beginning and keeping them engaged throughout the process – rather than trying to seek buy in through communication after the fact
Communication -  every which way.  If you think you are doing it enough, double your efforts. Know who you are speaking to and what they need to know about the plan and most importantly what their role is and what is expected of them. Roles and responsibilities. 
Leadership – critical. Both at the Board level and senior management level.  Sincere enthusiasm, strong ethics, managerial competence, communications skills, decisiveness and an ability to motive people.
Need specific tasks and activities with active management. This will not get done on its own.
Have to willing to accept change and be curious as to how things can be done different.



Successful Implementation of IAF Strategic
Plan

* Culture Change- Across multiple Pillars
* Board
o Staff
* Members and other Stakeholders
* Funders
* Program clients

* Go slow to go fast
*The Great GANTT


Presenter
Presentation Notes
Culture Change across the Team (Staff)- enterprising not for profit.  

The Board- adjudication body to being a strategic board- what programs or services can IAF offer the sector with our resources? How does the Board ensure IAF future success

With our Members – what is our value proposition to our Members?  

With the relationship with our Funders- we are service provider, there to help then deliver programs to citizens and the sector 

With our clients – we are they to help them access government programs indented to help their achieve their sector or business goals

GANTT – Henry GANTT – American engineer and social scientist


Tactical Plan At-A-Glance

Statug

On Track

Caution/Needs Attention

2019 2020 2021
Owner Status MAM|J|J-|A|S|0|N|D J|F|MAM|J-|-J|A|S|0|N|D J|F|MAM|J-|-J|A|S|O|N|D
Goal 1. An Enduring Resource for the Sector
We must ensure our financial sustainability by creating an IAF Trust Fund and diversifying our funding base.
sP1
KA 1.1 iCreate an IAF Trust Fund Board
KA 1.2 Diversify our funding base Staff
P2 We must have a Board and membership that reflect the agriculture and food sector.
KA2.1 Live our role as a Strategic Board Board X
KA2.2 ippropriate Board Board X
KA 2.3 a li bership process Board X
Goal 2. Responsive and Impactful Programs
SP3 We must collaborate with_funders on program design and cost.
KA3.1 Determine the true costs of program delivery Staff
KA 3.2 Clarify and communicate the different levels of program delivery that IAF offers Staff
P4 We must create unique IAF programs that respond to industry needs and priorities.
KA4.1 Understand industry needs and priorities
KA4.2 Design priority program to respond to industry needs
Goal 3. A Client-Centered Organization that Delivers Service Excellence
SPS We must provide an excellent applicant experience.
KAS.1 Streamline the clientintiatedAchunt/meile and Eligibility Process Staff
Kas.2 treamline the Application Process ptaff
Board/Staff
Board/Staff
SPé AF must be a great organization to belong to and work for.
KA6.1 Jttract the best people
KA 6.1 Staff

row and develop our team
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Just to show as a tool.



* Board / Committees are accountable for certain Strategic
Priorities

* Talk about the strategic plan, keeping a sense of urgency &
momentum

* Standing Agenda item at all Board meetings - tactical plan
update

* Director recruitment, development and evaluation-
commitment to continuous improvement and excellence
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The Board is on the PIN for certain strategic priorities. This is part of the Board culture change.  Because our board was primarity and adjudication body, Directors were not used to be accountable for strategic initiatives. It is very different kind of work. 

Directors and Committee Chairs must report out on their activities
Agenda is revamped – priority is given to strategic concerns


Strategic concerns. This needs to be supported.  Moving away from the primary focus of Board activities on project adjudication, still an important role for directors but not necessary at the full board table. 

Director recruitment, development and evaluation. Huge culture shift, to begin to think this way.  


* Senior managers are accountable for specific strategic priorities

* Talk about it all the time
* Focus — not doing everything at once. Accomplishment is needed!
* Inclusive
* Culture of planning — Strategic, tactical, operational, work plan

* Management meeting agenda are revamped to ensure SP are
discussed first at every meeting

* Day to day should be serving the tactical plan and if not — we need to
ask why?
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As managers need to take time to plan and I believe all staff should see a role for themselves in the strategic and tactical plan. Not every staff persons contributes to all or many of the strategic priorities but everyone should themselves in at least one.  Work plans roll up to the ops plan which links to the tactical plan.
Culture of planning- I talk about the vision- We have our plan – printed on a large canvass in the office. 

 



* Different approach as they are external — realm
of influence not control

* Greater clarity and consistency in our messaging
* What is IAF’s value proposition
* What we do and what we don’t do....

* Greater consistency in our performance
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This is tricky.  We can’t control nor should we try to make a culture change happen with our funders. But the old adage about teaching people how to treat you is helpful here. So this is about performance, demonstrating clear value and articulating your services, what you can and what you can’t do.  

Our Value Proposition to our Funders:

Deep program knowledge
Vision for operational and client support
Design thinking to simplify complex problems
Client Citizen-centric approach to delivering services






* Bring stakeholders along from the beginning

* Communication, communication, communication
* |t takes time

* You need good people

* Keep it fun- be people centric

* Recognize your accomplishments and accept that it may not
all go according to plan!
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Can’t rush the process.  It has taken 18 months to get here.  You must bring people along. Change management tools you have. Identify your allies, mavens, work on the middle, bring along as many as you can, identifify who is not willing /wanting to come along and really seek to understand why.

Volunteer Boards, busy people. 
People – need good consultants, you need a solid management team that can think strategically and be able to execute. Not everyone is going to buy into the vision or have the skills required to operate in the new model.  You may have to say good bye to people.

Perspective is everything. We are implementing a tactical plan for a not for profit that is financially stable and whose primary purpose is help people access grants for their projects.   No one is dying, this is not battlefield triage.  Having said that,  Change causes huge amount of stress in organizations and people and creates stress in different ways.  
Take care of your Board, recognize the huge amount of work and effort that is required and your staff too.  

Take time to celebrate the little things. Don’t let them pass unnoticed and accept that the parts of the plan may fail or need to change. That’s ok. Its not called perfect execution.  It’s being intentional and trying your best as an organization to reach the vision. 
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