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`______________ County Arizona 4-H Strategic Plan Guide
To ensure Arizona 4-H achieves the strategic plan of 20,000 True Leaders by 2025, intentional effort is needed at all levels to not only ensure high-quality experiences, but to also increase the number of youth and volunteers who have a 4-H experience. 20,000 True Leaders by 2025 will only be achieved if each county takes time to think deliberately about the ways that their own programs are contributing to this strategic plan. Identifying county-level needs and communicating this to the State 4-H Office not only creates transparency, but it also allows the State Office to be involved in addressing those needs.
The questions and activities asked in this document serve two main purposes: 
1) To help guide you in mapping the current landscape, goals, and trajectory for your specific county as it pertains to the 20,000 True Leaders by 2025 strategic plan 
2) To communicate with the State 4-H Office your assets and your needs in achieving the statewide enrollment growth goals 
To start the planning process, it is important to take stock of how you have been operating. Everyone is busy delivering our current programming. To grow, everyone in our program will need to assess where changes can be made to be able to accomplish more with our current resources.  Please take a moment to think about the follow questions before you continue to complete the rest of the document. They will help you frame your responses later. 
1. Think about the volunteers who are currently highly engaged in 4-H in your county. Think about who they are, their backgrounds, their experiences, and the types of content they support. 
a. Are the volunteers in your county a demographically representative set of individuals? 
b. What backgrounds/experiences are missing from this group? 
i. What can the county office do to reach new volunteers from other backgrounds (i.e. knowledge expertise or community-lived experience)? 
c. What experiences do youth want that you do not have volunteers for?

2. What tasks and activities are you doing that volunteers can be doing?

3. What programs take a lot of time but have a low return on investment?

4. What is the current dynamic between the county 4-H professional team and the county leader’s council (if they exist)? How can you get your volunteers involved in supporting the Strategic Plan?


SWOT Analysis
A SWOT Analysis is a quick way for you to think about your counties organizational position.  To help you think through the many aspects of how our families and youth experience 4-H. Please think about the Strengths, Weaknesses, Opportunities, and Threats at the policy level, your quality and types of programming, how you support and engage caring adults, youth peer-to-peer perspectives, and how the whole family perceives and is supported in 4-H.  
                Internal to the Organization			 External Factors to the Organization
	Strengths

Policy:


Programming:


Caring Adults:


Peers:


Families:

	Opportunities

	Weaknesses

Policy:


Programming:


Caring Adults:


Peers:


Families:

	Threats



Use the information you have identified while conducting your SWOT Analysis to inform your plan of work and to establish SMART goals (Specific, Measurable, Attainable, Relevant, and Timebound).  
Volunteers
Authorized 4-H adults are the foundational resource required to ensure Arizona 4-H grows. Our current authorized 4-H volunteer population has communicated that they are overworked and need additional support. To address these concerns, Arizona 4-H’s goal is to increase the authorized 4-H volunteer population from approximately 600 in 2020 to 5,000 by 2025. This is a 766% increase statewide. In addition to growth it is imperative that our volunteer population is demographically representative of our communities and reflects the educational opportunities across the great eight pathways to participation. This growth can be achieved by:
· Helping parents and other caring adults become authorized 4-H volunteers.
· Recruiting new authorized 4-H volunteers.
· Developing partnerships with organizations and corporations that support their employees to volunteer.
Our Goal for 4-H Volunteer Recruitment and Retention: ______% in 2021-22; Five Year Total: _________
Resources or changes needed to achieve the goal:
1)	

2)

3)
Steps to achieve the goal:
1)

2)

3)

4)




Community Clubs
The Community Club is where the highest and longest dosage of positive youth development occurs, and this quality and longevity drives thriving. Growing 4-H Clubs is hard and important work. Growing 4-H Community Clubs is the most financially sustainable approach to ensuring the sustainability of the Arizona 4-H program. Approaches to expanding community clubs should focus on:
· Establishing community clubs in communities not already served.
· Recruiting project opportunities in community clubs responsive to project work previously not served.
· Creating club choice in communities.
· Supporting under-served audiences.  
· Ensuring existing clubs are successful and well resourced.  
Goal for 4-H Community Club Growth: _______ # of new Chartered 4-H Community Clubs in 2021-22; _______# of total Chartered 4-H Community Clubs in 2021-22. Total Community Clubs in the County in 5 Years: ________
Resources or changes needed to achieve the goal:
1)

2)

3)
Steps to achieve the goal:
1)

2)

3)

4)

5)

Membership
The Arizona 4-H Strategic Plan 20,000 True Leaders by 2025 sets an aggressive pace to bring high-quality positive youth development to 20,000 enrolled 4-H members. In 2020 statewide 4-H enrollment was 5,400. We need to grow the program by nearly 227 percent in five years, or a rough growth rate of 30 percent in each of our counties and communities.  This growth trajectory can be achieved by:
· Improving retention of recruited youth.
· Recruiting and retaining more youth.
· Developing educational 4-H members into enrolled 4-H youth.
· Growing SPIN, Camp, and Afterschool Programming where youth enroll in 4-H.
Goal for 4-H Youth Member Growth: _______ % in 2021-22; Total over 5 Years: ________
Steps to achieve the goals:
1)

2)

3)

4)

5)
Where do you need help?
What limitations do you have that you won’t be able to address on your own (within the county) keeping you from meeting your objectives?
1)
2)
3)
4)
5)


Strategic Plan Goals 
Below, are the individual goals for the 20,000 True Leaders by 2025 Strategic plan. Review each goal and identify county-specific goals and objectives that will will 
Volunteers
Caring adults are provided continuing and ongoing professional development
Caring adults reflect the demographics of Arizona 
Financial barriers are removed for caring adults to provide service

Curriculum
Excellent research informed curriculum adapted for Arizona communities
A national leading positive youth development research agenda 
Materials prepared to be responsive to cultural needs of all Arizona communities

Facilities
Arizona 4-H educational facilities are well maintained 
Arizona 4-H educational facilities are self-sufficient 
Arizona 4-H educational facilities are maximized to support all Arizona youth

Marketing
Effective marketing strategy implemented
Increase awareness of 4-H youth development experiences
Position Arizona 4-H as the premiere youth outreach partner for all of 
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Policy
Clear and effective unified policy and procedure
4-H families, youth, volunteers and staff are aware of policy and procedure
Annual review and feedback inform policy and procedure

Financial Support
Increase long-term stable support for the Arizona 4-H program
Increase private and corporate support of the Arizona 4-H program
Increase partnerships to expand the reach of the Arizona 4-H program
Reduce financial barriers to young people to be able to participate
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