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COMPETENGTRATEGY AND FISCAL HEALTH

ANEA Leadership Competency progression level:
ALevel3: Agenda Driving

ANEA Leadership Competency theme:

AUnderstands the interdependency of strategic planning, budget development,
and business policy
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NEA Strategic Goal and NEA Organizational Priority:

ANEA Strategic Goal

ABuilding the capacity of the local, state and national union to ensure the
success of public education

ANEA Organizational Priorities
A Supporting Professional Excellence
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What Is a strategic budget?
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A Strategic Budget 1| s...
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Monitoring strategic budgets

AShouldbe done at every stage of the strategic plan

AMonitoring your budget solves the biggest problem of most strategic
plansc that they are never implemented!
AMost organizations already have periodic budget reviews
AReviewing plan performance breeds accountability
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The Stages of a Strategic Plan

AMissionstatement

ASWOT analysis
A Strengths
AWeaknesses

AOpportunities
AThreats

AStrategies and tactics
AAction plan
ABudget and operating plans
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NEA as a Mission Driven Organization

MATIONAL

ELAICATION
AESOTTATION

The National Education Association
Vislon, Misslon, and Values

Adopted at the 2006 NEA Representative Assembly

Lily Eskelsen Garcia
President

Rehecca 5. Pringle
Vice President

THE NATIONAL EDUCATION ASSOCIATION

W, the members of the Mational Education Association of
the United 5tates, are the voice of education professionals.
Chur work is fundamental to the nation, and we accept the
profound trust placed in us.

OUR VISION

Chur vision is a great public school for every student.

QUR MISSION

Chur mission is to advocate for education professionals and
to unite our members and the nation to fulfill the promise
of public education to prepare every student to succeed in
a diverse and interdependent world.

QUR CORE VALUES

These principles guide our work and define our mission:
Equal Opportunity. We believe public education is the
gateway to opportunity. All students have the human and

civil right to a quality public education that develops their
potential, independence, and character.

John C. Stocks
Executive Director

Princess B Moss
Secretary-Treasurer

A Just Society. We believe public education is vital to
building respect for the worth, dignity, and equality of
every individual in our diverse society:

Democracy. We believe public education is the
cornerstone of our republic. Public education provides
individuals with the skills to be involved, informed, and
engaged in our representative democracy.

Professionalism. We believe that the expertise and
judgment of education professionals are critical to student
success. We maintain the highest professional standards,
and we expect the status, compensation, and respect due
all professionals.

Partnership. ‘We believe partnerships with parents,
families, communities, and other stakeholders are
essential to quality public education and student success.

Collective Action. We believe individuals are
5l*u.nﬂh;m:d when they work together for the common
good. As education pmfux.ﬂuls we improve both our
professional status and the quality of public education
when we unite and advocate collectively.
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What does a mission statement have to do with my

budget?

AWhat are the levels of effort towards achieving the core values?
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Total Budget Comparisons By Liieen

Modified
2017-2018

NEA Salaries/
Programs Benefits
30% 32%

State/Local
Projects
38%

Proposed
2018-2019

NEA Salaries/
Programs Benefits
30% 31%

State/Local
Projects
39%

Proposed
2019-2020

NEA Salaries/
Programs Benefits
29% 31%

State/Local
Projects
40%

12
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What does a mission statement have to do with my

budget?cont.)

ALF GKS FFaaz2O0Al A2y Qa it M¥els af S 3
funding equal?

AFunding does not need to be equal but should be able to explain why

AMay need to allocate salaries and related expenses

AWhat is more important to the stakeholdecghe level of funding or
the relative priorities of the goaks
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SWOT Analysis and the Budget

ADelve deeper into the strengths and weaknesses
Als there a way to quantify strengths and weaknesses?

AStrengths
AWhy were these strengths identified as strengths?
AWhat data would support validating strengths?

AWeaknesses
AWhy were these weaknesses identified as weaknesses?
AWhat data could assist in identifying areas of improvement?
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SWOT Analysis and the Budget,)

AOpportunitiesc Put your money where your mouth is!

AThreats
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Strategies and Tactics

AFundingof individual tactics and specific line items

A
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NEA Strategic Objectives

Strateglc Objectives
To grow and strengthen our union, we will organize our members around issues that impact teaching and
learning and the lives of our students. In partnership with our affiliates, NEA will:

Increase Educator Voice, Influence, and Professional Authority: Develop and sustain
effective structures, processes, and leaders to increase educator influence in decision-making
at worksite, district, state, and national levels.

Recruit and Engage New and Early Career Educators: [dentify, recruit, support, and engage
new educators in our Association, and connect them with opportunities for professional
learning, leadership. and advocacy.

Advance Racial Justice in Education: Support members in advancing racial justice in
education and improving conditions for students, families, and communities through,
awareness, capacity-building, partnership, and individual and collective action.

Provide Professional Supports: Build a system of Association-convened, educator-led
professional learning and supports for all educators across their career continua to ensure
student success.

Secure the Environment to Advance the Mission of the NEA and its Affiliates: Use all
available means, including orgamizing. legal, legislative, electoral, and collective action, to
secure the environment necessary to protect the rights of students and educators, and the
future of public education.

Enhance Organizational Capacity: Develop and leverage the collective organizational
capacity across our Association that is necessary to advance the mission of the NEA and
its affiliates, with particular focus on organizing, technology, fiscal health, leadership
development, and internal and external partnerships.
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Action Plans

AThe more exact the plan, the more accurate the budget can be
AMakes it easier to monitor expenses

AExpenditures were budgeted for a specific reason
AEvery expenditure is tied to a tactic
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Action Plangont)

ASpecificityis key!

AJust as specificity is key in defining success, it will also help define
failure!
ASuccess and failure is often a grey area to define
Alf your target is 80% membership saturation in district [X], is 75% a failure?
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51: Increase Educator Voice, Influence, and Professional Authority

1 Voice and Influence 2018-2019 201 9-2020

1  Increase member capacity as messengers, leaders, and activists to demeon- 5 6,383,757 & 6,383 757
strate woice at their schools or worksites 1o advance opportunity on behalf
of students.

« Baild digital and other communication teols to mobilize and empower
local member leaders, help them grow their knowledge and seize oppaor-
tunities made available via Every Student Succeeds Act (ESSA) in order to
improve the quality of practice, build capacity and lead on building a cycle
of student success driven by members strengthening their voice—further
demonstrating the valoe of membership.

« Bauild usable, easily understood engagement teols for members in a variety
of roles in their worksites, and support their efforts to successfully buaild
on the narrative of value of their membership with potential members and
early career educators.

« Identify and recruit professional practice beaders to be trained as local My
School, My Voice organizers who incorporate membership growth and
local capacity building into their organizing plans.

= Increase knowledge, engagement, and understanding of Every Student
Succeeds Act (ESSA) by community members, NEA members, and leaders
to grow, strengthen member voice at the local and state affiliate level to
lead influence and impact policy and practice and improve equity and
opportunity for students

= Maintain, update, and disseminate tools used to track collective-
bargaining developments and assist local affiliates achieving bargaining
and local advocacy goals: assist affiliates with bargaining strategy; provide
techmnical assistance and training on bargaining and advocacy approaches
to selected public policy, legislative and contract issues, including adwo-
cating in a new environment without agency fee.

= Mobilize educators, parents, and community leaders to support schonl
board policy around the Great Public Schools indicators and Community
Schools Fillars in a campaign that includes both membership grnowth and
local capacity building.

=« Partner with atfiliates to support and recognize member-leaders” varied
roles along a continuum of actions (planned and organic) designed to use
the leverage points of Every Student Succeeds Act (ES5A) to influence
decision-making to chose access and equity gaps.

« Provide and lead student-centered, opportunity message training to
explicithy control the narrative, demonstrate union valoe, improve equity,
policy learning, teaching, and practice provided for disciplined messenger
voice for messengers, athliates, ESP members, surrogates, families, and
communities.

= Recruit and train educators to run for lecal office and school boards to
influence and create educator and student friendly policy and legislation.
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Action Plangont)

Almportantto define the actual point at which the next tactic becomes
Impossible

AExample: The tactic requires $30,000 for the next phase

AHow many members are required before the tactic will not have resources
avallable to support it?
A Are there metrics tied to the goals?
A Why were the metrics chosen?
A Do the chosen metrics assist in evaluating the success or failure of the tactic?
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Continuous monitoring

AElementsof the strategic budget are interdependent - -
AThe strategic budget is comprised of inputs and outputs

AThe strategic budget needs to be reviewed more than once

AHow frequently do you monitor your budget?
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Howfrequently do you monitor your budget?
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Monitoring the Budget

AActual vs. budget
AActual vs. projections

AVariances; Why?

AOne time expenses
Almprecise assumptions used when creating budget or projections

ASeasonality
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Howdo you currently monitor your budget?
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Monitoring the Strategic Budget and Monitoring the
Association’s Goal s

ATheeasiest way to monitor the budget is by monitoring spending

AThree outcomes for the budget
ASpending is lower than was expected
ASpending is higher than expected
ASpending is as budgeted
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Monitoring the Strategic Budget and Monitoring the
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AWhyis the spending where it is?

AAre the goals financial?
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Monitoring the Strategic Budget and Monitoring the
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Considethe following:

Every tactic has only one way to succeed,
but a bunch of different ways to fall
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Monitoring the Associatic

ANeed to reevaluate because there are not enough backup plans to
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further up the plan
AWhich metrics are falling short?
Als the goal still achievable?
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Timing, Tactics, and Action Plans

AHow much does timing play into the action plan?

AWhat will having to do a tactic longer mean for the timing?
Als the outcome time sensitive?

AAre any of the other tactics in the action plan?

Ac2 &a2YS SEGSYU LIS2LX SQa G4AYS Aa
of an action plan is delayed, will that mean that a person is doing two
jobs at once?
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Goal Achievement

AWhat is additionally needed in order to achieve the goal?
AWill more money make a difference?

Als the strategy wrong?

Achievements

AWas it not actually an opportunity?

A Are the metrics correct?
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AMembership
ADues rate
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ARevenue; function of membership and dues rate

AExpensesg usually dependent on revenue, which is dependent on
membership, dues rate, etc.



&
- aaer
NATIONAL
ASSOCIATION
nea.org

FIi nanci al M€t na Maricsaed)ti “ N

Tying the budget to the goals involves finding ways to evaluate non
financial metrics by using financial metrics

AReturn on investment (ROI)
AHow much does the target metric move based on the money being spent?

A 1s that relationship linear?

A 1s it roughly a demand curve?

A Does the target metric move up until a certain point and then not move again?

A2 KId ITNB GKS O2yaidNIAyida 2N GLAYOK LIRAY
difficult to organize for more than one campaign, etc.)
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What are some of the nefinancial metrics you use to
measure your goals?
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Data— What Can You Use?

AMembershipsystem information
AWho is where?
AWho is in what building?
Als the entire local leadership from the same building?

AActivist scoring; catalyst
AHow do people feel about unions?
AHow do they feel about what we do?
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AWhat can be used to let people know what we are doing?
AVANc New Educator Initiative
Ad h yosSones
ASurvey about issues important to the member
A Other surveys
AGd/ £t A O1 U KNRrdadskandndtidieS that haie yun S

AOther data?

AMembership percentage
AAny ideas for engagement?
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Align the Goals with the Data

AWhatkind of goals are they

AEngagemenor specific go&l

ATotalmembership numbers?
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Align the Goals with tHBata(cont.)

What kinds of data can be used to measure either engagement or
specific goals?

AEngagement/union support (i.e. the local needs a lot of help, horrible
school committee, bad contracts, low engagement)
ASurveys
AdGhyos2y Sé O2YyOIOSNEFIAZ2Y A
A Clickthroughs
A Catalyst scoring

AVotes on the last contractWas it unpopular? Did it narrowly win after
several votes?
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Align the Goals with tHBata(cont.)

ADoingthe goal for greater numbers
ABargaining unit listg membership systems
A Catalyst scoring for those that can be identified
APercentage of members of the bargaining unit that joined
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Strategic Budgets and Goals

What can the new strategic budget and goal metrics tell us:

AOverspending
AWas the goal achieved?
AOvershoot the goal?
Als there still more to conf2

A S
b

AUnderspending
ADid we not need as much as was budgeted for?
AHas the goal not yet been realized?
Als the opportunity still an opportunity?
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Strategic Budgets art@oalscont.)

What can the new strategic budget and goal metrics tell us:
AOn budget, but is it still on track to reach the performance levels?

ANot on track for the goals should resources be allocated differently?

AOn track to oveiperform the goals
A Should resources be reallocated?
AShould the goals be ov@erformed?






Contact Information

GregoryBrennick

Business Manager

NEA Rhode Island
GBrennick@neari.org
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Sessioutcomes

The content from this session can be used in the following ways In your
current position/role:

ATo understand how to review actual to budget financial results
ATo assess whether strategic plans and need to be modified
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Closing

APlease complete the evaluation for this breakout session by using the
NEA Summit Mobil&pp!

APlease visit the Leadership Development Resources website at
www.nea.org/leadershipdevelopment



http://www.nea.org/leadershipdevelopment

