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Session 3: 
Creating a 

Chapter Plan
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If you are failing to plan, then 
you are planning to fail…

• Every great year starts with planning - both
formally and informally.

• You likely had thoughts and ideas of what the
presidency should look like before you took
the role - now is the time to create actionable
steps to make it happen.

• Planning allows you to see concrete actions
to get from point a to point b.

• Creating a formal chapter plan not only sets
you up for success, but allows you to seek
feedback from your JCI State and National
organizations.



3

Chapter Plans Guide Direction

• Chapter plans guide the direction of the
chapter for the upcoming year. It takes the
abstract ideas and thoughts, and turns them
into actionable steps that can be measured.

• The chapter plan lays out projects or
initiatives that will be undertaken. It answers
questions like:
– What do we want to accomplish?

– When do we want to accomplish it by?

– Why is this important for our future?

– How will we achieve our goals?
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Chapter Plans Establish 
Benchmarks

• Chapter plans establish benchmarks and
goals for planned projects and initiatives.
– Example: A chapter may have a goal to “Increase

the size of their membership”. Therefore, the
chapter plan says “Hold 3 member nights as a
way to attract new members”.

– The plan should include a specific goals on how
many new members will be gained at each event.

• Benchmarking allows you to see if the
strategies are working, and allows you to
adjust if necessary.
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Chapter Plans Create Focus

• A chapter is made up of many individuals -
all with different goals, interests, and ideas.

• A chapter plan allows the board to narrow
down to a few key ideas they want to
accomplish, and allows them the time and
ability to focus on just those select few.
– A best practice seldom followed is to limit the

goals to 1-3 major initiatives. According to
Franklin Covey, this increases your probability
of success substantially!

• Members should participate in determining
the goals set forth in the chapter plan.
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Focus on Membership 
Development

• Remember to make sure you chapter plan
focuses on membership development.

• While bylaw changes and other
management items are important - the
mission of the organization is to provide
development opportunities that empower
young people to create positive change.

• Make sure the chapter plan provides these
opportunities - whether through projects or
other activities - that give your members
the ability to learn new skillsets.
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Focus on 
Creating Impact

• Young active citizens create sustainable
impact in their communities. Your chapter
plan should focus on projects that promote
the mission.

• Projects within the chapter plan should be
developed based on the Active Citizen’s
Framework. This will help to establish
sustainable solutions throughout your
community.
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Getting Started: 
Gather Information

• Planning requires gathering information in
order to set goals for what you will accomplish.
– Chapter plans often start with a needs analysis to

determine what challenges face the local
community.

– Chapter plans also often utilize a survey to
understand how the membership would like to
grow and develop.

• You should also have an idea of where your
chapter currently is, so that you know where
you want to go within one year.
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Gather Information: 
SWOT Analysis

• SWOT stands for: Strengths, Weaknesses,
Opportunities, and Threats. Strengths and
Weaknesses are more internal, and
Opportunities and Threats are more external.

• The process of doing a SWOT analysis gives
your board a better idea of where your chapter
currently is and how to look forward in goal
setting.

• SWOT analysis is better as a group activity.
Brainstorm with your board or members to get
different perspectives.
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SWOT: Strengths

• Strengths within the SWOT analysis refers
to internal items that your chapter is good
at, or are advantageous.

• Examples include:
– Member Capabilities

– Resources

– Experience/ Knowledge

– Financial Reserves/ Capital

– Reputation

– Culture
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SWOT: Weaknesses

• Weaknesses within the SWOT analysis
refer to internal items that your chapter is
not so good at, or are disadvantageous.

• Examples include:
– Capability Gaps

– Lack of Resources

– Low Experience/ Knowledge

– Toxic Culture

– Bad Reputation
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SWOT: Opportunities

• Opportunities within the SWOT analysis
refer to external items that could be
advantageous or good for your chapter.

• Examples include:
– Community Partnerships

– Geographical Advantages

– Community Demographics or Culture

– Potential for Recruitment
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SWOT: Threats

• Threats within the SWOT analysis refer to
external items that could be
disadvantageous or bad for your chapter.

• Examples include:
– Geographical Challenges

– Community Demographics or Culture

– Lack of Recruitment Potential

– Outside Obstacles for Projects

– Competing Organizations
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Gathering Information: Surveys

• Surveys are a passive way to gain
information from members, alumni, and
external stakeholders.

• They can be anonymous and can be
completed independently or electronically.

• Make sure your survey questions are
worded so that you get useful information.
Sometimes you may need to include
supplemental information so that you get
appropriate answers.
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Gathering Information: 
Focus Groups

• Focus groups require more time and effort
than surveys, but the information can be
much more in depth.

• Focus groups allow you to ask “why”
questions to get deeper understanding.
– Instead of obtaining an answer from a survey

like “I liked x project”, focus groups allow you
to ask “Why did you like x project?” and use
that information when planning future
projects.



16

Gathering Information: Interviews

• Interviews are often one-to-one focus
groups where questions can go deeper
and more specific. They can also be
formal or informal.

• Interviews can be preferable to focus
groups when you don’t want the person
answering influenced by other opinions.

• Interviews are also seen as more private,
and you may get more honest answers,
particularly if you have sensitive
information being collected.
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Gathering 
Information: 

Public 
Forums

• Public forums are a good way to gather
information from the community and external
stakeholders.

• This is often an excellent way to learn how
people outside of your chapter perceive you,
what the community needs, or other issues
that your chapter might address.

• Public forums can be a good source of
information even if you aren’t hosting them.
Attending means you may get ideas of what
your community is doing and gives your
chapter a voice in other public forums.
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Gathering 
Information: 

Local 
Demographics

• Gathering local demographics is important
when planning because it will allow you to
strategically look at where your chapter
can make the most impact.

• You can also better determine community
needs through a demographic analysis.
Depending on what the demographics of
your community look like, different projects
may be more successful then others.

• Community wide demographics can also
help determine recruitment strategies.
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• Research what your chapter and other
chapters have done in the past. This can
generate new ideas and create new twists
on old projects and initiatives.
– What worked for them? What didn’t work?

– Why did it work or not work?

• More information allows you to make
more strategic choices while planning.

• Use resources such as the library,
historical society, or other local sources to
learn more about your community history.
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Create SMART Goals

• SMART is an acronym for establishing
criteria when goal setting:
– Specific

– Measurable

– Attainable (A.K.A. Achievable)

– Realistic

– Timely

• SMART Goal planning provides a useful
framework when sitting down and
evaluating the goals you want to set in
your planning process.
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SMART Goals: Specific

• The “S” in SMART refers to Specific.
Goals should be simple when written out
and clearly define what it is you want to
achieve.

• The plan should outline the what, why, and
how of the goals you are trying to achieve.

• The more specific, the better
– E.g. We want to be the leader in space

exploration. (Not specific)

– We want to put a man on the moon, before
the end of the decade.  (Specific)
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SMART Goals: Measurable

• The “M” in SMART refers to Measurable.
Goals should be measurable so you can
evaluate whether or not they have been
achieved.
– This should refer to quantifiable results:

• We will recruit 6 new members

– And, include dates/times for completion:
• By the end of first quarter

• Measurement ensures we can track
progress and know when our goal has
been achieved.
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SMART Goals: Achievable 

• The “A” in SMART refers to Achievable
(A.K.A. Attainable). Achievable implies that
your chapter has the resources, ability,
skills, and discipline to attain the goal.

• While stretch goals and dreaming big can be
a positive motivator, if the goal is outside the
scope of capabilities, it will become
demotivating and damaging.

• Breaking goals into manageable chunks can
help to make larger goals more attainable.
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SMART Goals: Realistic

• The “R” in SMART refers to Realistic.
Realistic implies that the goal can be
accomplished with the allotted resources
and time.

• You have “One Year to Lead”, and the
goals you set should create sustainability
for the future. The end point should be
possible to be reached within your year.

• How do you travel the world? One step at
a time...
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SMART Goals: Timely

• The “T” in SMART refers to Timely. Goals
should be linked to a timeframe that
creates practical urgency. This prevents
you and the chapter from procrastinating
on achieving it.

• Again, the concept of “One Year to Lead”
provides some time-frame, but many
projects and plans need to happen at
specific times within that year to be
effective.

• Deadlines often produce results.
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What Plans 
Should Be 
Included?

• Your Chapter Plan will have a variety of sub-
plans, each with different objectives.

• Examples include:
– Financial Plan

– Membership Plan

– Program/ Project Plan

– Member Development Plan

• These individual plans should support one
another. For example, your financial plan
should take into account your calendar of
events, so that you know what money will be
coming in and out of the chapter.
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Financial Planning

• Financial planning may be one of the most
important plans you create for the year.
You will need the ability to project your
cash flow to know how much you can
spend throughout the year on various
initiatives.

• It will also determine whether or not you
need to change the way you currently do
business, or even change the types of
projects that you take on.

• Try to leave the chapter in a better
financial state than when you inherited it.
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Financial Planning: Budget

• The simplest, and most common way of of
doing most of a chapter’s financial
planning is through creating the annual
budget.

• You can look at past years to get an idea
of anticipated future expenses, as well as
get estimates on what projected income
you will most likely have.

• Maintaining a budget is essential for
leadership. It lets the membership know
that you are being responsible and
transparent.
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Financial Planning: Fundraising

• Creating the annual budget should help to
identify whether you will need to increase
fundraising activities.

• Most chapters have fundraising of some
variety. Reviewing past budgets allow you
to see what activities bring in the most
amount of money, and you may then
determine if changes are necessary.

• It is generally good practice to estimate
conservatively when planning fundraising
opportunities.
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Membership 
Planning

• Membership planning is a critical aspect of
your Chapter Plan. A membership plan
should include numbers:
– # of Current members

– # of Anticipated drops or age-outs

– # of Anticipated renewals and recruits

– % of Anticipated activation

• Membership plans should include member
development plans as well.

• Break membership planning into manageable
chunks. (e.g. weekly, monthly, quarterly…)
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Membership Planning: 
Recruiting

• The most basic level of your membership
plan will most likely be your recruitment plan.

• This should include target recruitment goals
you would like to achieve, but it should also
include the how. Specifically, what is the
chapter going to do to get to those numbers?

• Make sure to take into account your current
membership age out dates, and evaluate
who you think you will retain.

• DID YOU KNOW? JCI USA has an entire
online training for member recruitment?
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Membership Planning: Activation

• Activation rates can be even more important
then membership numbers, although many
chapters do not focus on them.

• You can have more members then you
know what to do with, but if they are not
activated, you still don’t have the ability to
get goals accomplished.

• An effective activation plan takes into
account what your members want, and what
motivates them - then ties that into the
projects and plans you make.
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Membership Planning: 
Social

• Social functions are a necessary part of a
membership plan as well. Beyond even
using them as a recruitment tool, providing
your members opportunities to socialize
with one another allows them to knit
together as a chapter.

• This increases engagement of your
membership, and provides some of the
benefits that members look for in JCI.

• Not every social needs to be adult
oriented…Be creative.
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Program/Project Planning

• Program and project planning is the backbone
of a JCI chapter. Our members get
development opportunities by creating positive
impact through the projects and programs we
implement.

• Creating a Calendar of Events for the year
allows you to plan out what projects your
chapter will offer and when.

• Evaluate what annual events your chapter
runs and then brainstorm new project ideas.
Be mindful of stale projects and capacity.



35

Program/Project Planning: 
Annual Projects

• Annual projects are projects that your
chapter has run for multiple years in a row.

• These can be signature projects - ones
that your chapter is known for in the
community. They can also include internal
projects and programs that only your
members attend, but that they look
forward to having annually.

• Annual projects should be reviewed
annually. Are they still relevant? Well
attended? Mission critical? Valuable?
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Program/Project Planning: 
New Projects

• New projects are necessary to stay
relevant to your community and it’s needs.
As the community and circumstances
change, so should your offerings.

• This is also a good way to keep your
membership engaged. Look at some of
their passions and interests. Is there way
to turn them into projects?

• New projects today may turn into annual
projects of the future.
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Program/Project Planning: Active 
Citizen Framework Projects

• The Active Citizens Framework is a tool
designed by JCI to help you address the
greatest needs in your community.

• Using tactics learned in the JCI Impact
course, the ACF helps determine the root
cause of your community’s biggest issues.

• ACF Projects focus on creating sustainable
impact when designing solutions. When
considering a new project, use the Active
Citizens Framework as a tool to guide your
planning.
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Member 
Development 

Planning

• Development opportunities for members is
a key part of the JCI mission.

• Members obtain some opportunities
through running projects, but individual
development programs are an important
component as well.

• When planning your programming for the
year, be sure to include training and
development for your membership. Skill
development can lead to more effective
projects both inside and outside the
chapter.
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Development Planning: 
Training & Learning

• JCI provides multiple opportunities for
learning and training. Chapter planning
should encourage members to take
advantage of different offerings:
– JCI Official courses (e.g. Impact, Facilitator).

– Trainings at International and National
Conferences.

– Trainings at State Conferences and
Conventions.

– Region/ District Trainings.

– Chapter Trainings.

– Skills Competitions.
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Development Planning: 
Skill Building 

• JCI provides members with a safe place to
practice the skills they learn without fear of
failing.

• Within your chapter plan, build in places
where members can practice new skills.
– Empower them to run for leadership positions.

– Encourage them to participate in competitions.

– Inspire them to share skills by delivering
trainings to other members.
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Development Planning: 
Experience

• Your members will gain experience
through trying new things - from skill
development, to project planning, to
leadership roles.

• Part of your role as an officer is to provide
these experiences through the
opportunities your chapter offers. Building
these opportunities into your chapter plan
encourages your members to grow.

• Encourage new chairpersons for projects.
Mentoring a new chair gets new ideas!
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Best Practices: Keep It Simple

• Your chapter planning should be simple. If
it is too lengthy, overly complex, or hard to
comprehend, people won’t use it.

• Utilize the SMART goal framework to
make sure your goals are easily
understood and the steps to achieve them
are practical.

• Focus on 1-3 goals…1 Year to Lead.

• A good plan is easy to remember, and
easy to see how each step of the process
gets you to the ultimate result.
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Best Practices: 
Get Buy-In

• Get buy in from stakeholders - chapter
members, potential recruits, community
partners, and citizens.

• Planning shouldn’t happen in a vacuum.
The more input you receive, the more your
plan will be tailored to the needs and
wants of those you serve.

• Without buy-in, there is often a lack of
motivation from others to see the plan
through.
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Best Practices: 
Return to 
the Plan

• Squirrel!! What was I saying?

• Distractions will happen. However, the
plan is not something to create and not
return to it until the end of the year.

• Refer back to the plan at specific times of
the year (Monthly, Quarterly). Evaluate
your progress on each goal and adjust
your course of action as needed.

• A plan is a living document. Adjustments
will be made as you go.
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In Summary...

• Every great year starts with planning -
both formally and informally.

• Plans allow you to see concrete steps to
get from point a to point b. Using SMART
goals can assist you in making effective
plans.

• Make sure you are taking into account all
dimensions of the chapter - from finances,
to members, to project planning.

• Get buy-in and make sure you are
referring back to your plan frequently.
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Stay tuned for Session 4 where 
we will explore JCI USA 

Resources and Systems!


