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The Definition of the JFR Program Vision and Mission

Vision

	Core Ideology
	Envisioned Future

	Core Values
	Core Purpose
	Big Goal
	Description

	· Environmental responsibility

· Fun

· Good Citizenship

· Self-discovery
	To motivate children to explore the natural and cultural world and embrace their responsibility to it.
	Junior Forest Rangers will become responsible, environmentally articulate leaders worldwide.
	· Environmentally knowledgeable and responsible world leaders who appreciate and explore the natural and cultural world.


Mission

Creating a successful Junior Forest Ranger Program that is:

· Multi-faceted;

· Rolled-out, (delivered and utilized by providers)

· Sustainable;

· Self-supporting; and,

· Accepted with favorable response rates of over 90%.


Defined Strategy

Over the long term:

By 2008 we will have solid feedback on the initial JFR product with a favorable response rate of at least 90%. Building on the success of the new JFR product, we will have developed and implemented new strategic plans for ensuring the development and viability of a JFR program to compliment the JFR product.

The product and program’s focus will be to motivate youth to explore the natural and cultural world and embrace their responsibility to it.  We will particularly target the initial ages 7-13.  

The JFR product will be flexible enough to support both a site based and a national program. The product can be used in either environment supporting partners, Forest Service employees to schoolteachers equally well.

The product template will facilitate localization – the exact ratio of common elements vs. localization will evolve based on research and our initial experience.

The scope of the product and the JFR program will include more than fire prevention awareness.  Smokey Bear figure will be used to feature the fire prevention section of the product.  Smokey Bear is broadly recognized and it is important to keep it as part of the product and program.  

We will develop and maintain strong, positive relationships with our partners.  We will solicit full input from the partners at every stage of development and launch.  State partners, federal agencies, and NGO’s will be included in the review and shaping of the product. 

We will fully integrate the use of modern technology such as multimedia, the Web, etc. as it directly relates to our target market

Over the mid-term:

By July 2005 we will have successfully launched a new JFR product and be fully prepared for distribution backed up with a launch marketing plan.

The product will be developed based on solid market research and the regular input and review of our partners.

After selecting the topics and developing the product’s activities, the product will be pre-tested to ensure compliance with quality standards.  During the pre-testing stage the product will be assessed in the areas content, level of difficulty of the activity development, graphic design, vocabulary, and the overall product effectiveness.  The established approval process for text and graphics will be followed to ensure compliance with the Forest Service and USDA regulations. 

There will be strong awareness and significant engagement with the field, national leadership, and partners. 

JFR product monitoring will be conducted through the National Symbols Cache. A system will be implemented to evaluate the product and provide feedback to the development of the program and follow on products.


Goals

1.  Target and pursue our markets.  Iris l. Vélez
2.  Enhance team communications.  Karen Bergethon
3.  Ensure long range JFR program sustainability. Denver James
4.  Produce an outstanding new JFR product.  Bob Behrner
5.  Successfully launch new JFR product/program.  NSC

  
  
  
  
  
26 May 04

 Key Result Measures

1.  Target and pursue our markets.  Iris l. Vélez
1.1  Our focus interview process is completed.  LANGBOURNE
1.2  The results of the focus interviews are incorporated in the final prototype.  IRIS
1.3  The themes and product have been pre-tested.  LANGBORNE
2.  Enhance team communications.  Karen Bergethon
2.1  Effective team communications is being maintained.  KARENB
2.2  NWCG prevention / education team has been updated.  KARENB
2.3  Maintain ongoing active communication with the leadership from the State, Private Deputy Area, and WO.  DENVER
3.  Ensure long range JFR program sustainability. Denver James
3.1  NASF is engaged in JFR program.  DENVER
3.2  Funding sources have been identified.  IRIS
3.3  Funding sources with the greatest potential are being pursued.  LINDA
3.4  Business plan written by November 2004.  NSC
3.5  Business plan presented, revised, and approved by CE Director and Fire Prevention Coordinator.  NSC
3.6  A partnership plan has been developed.  LINDA
4.  Produce an outstanding new JFR product.  Bob Behrner
4.1  We partnered with Scholastic, Inc. to perfect the product activities.  IRIS
4.2  Final products have been reviewed and signed off..  IRIS
4.3  Production of the commemorative product  has been completed.  BOBB
4.4  JFRP I.D. card ready for print.  CHRISC
4.5  Initial booklets have been distributed..  NSC
5.  Successfully launch new JFR product/program.  NSC
5.1  Engage the Partners in Resources Education (PRE) group in supporting JFR and Junior Ranger Day..  DENVER
5.2  JFR is a powerful presence at the folk life festival.  NSC
5.3  We have a JFR day..  IRIS
5.4  We have official FS and Washington office JFR events..  IRIS
5.5  We have an interpretive partnership strategy for JFR.  LINDAH
5.6  We have updated/new JFR web component www.symbols.gov update and the new JFR site..  IRIS
5.7  We have developed and launched our marketing plan..  IRIS
5.8  The word has been spread informally..  DC
5.9  The world knows the JFR’s are back – we have effective PR efforts.  IRIS
26 May 04

Calendar of Action Steps

	Action Steps 

26 May 04
	Accountable Person
	Due By Date
	Status

	5.8.1  Inform other sources and invite them to contribute
	DC
	Ongoing
	

	5.4.1  Support nationwide opportunities and venues for official FS and Washington events
	Iris
	Ongoing
	

	5.8.2  Talk up JFR at meetings, conferences, and other events
	KarenB
	Ongoing
	

	2.1.1  Update PowerPoint – and get it to Denver
	KarenB
	06/04/04
	

	2.1.2  Get JPR PowerPoint to Bill Disbrow for loading at symbols web sire for JPR team use
	KarenB
	06/04/04
	

	4.1.2  Work with Scholastic to use Forest Service photos
	Chris
	06/25/04
	

	4.1.3  Establish production schedule
	Iris
	06/25/04
	

	4.1.1  Work with Scholastic to use Forest Service photos
	Sue
	06/25/04
	

	4.4.1  Complete design and specifications of the JPRP I.D. Card
	ChrisC
	06/26/04
	

	2.1.3  Create list serve for members – Randy McCracken
	India
	06/26/04
	

	4.2.1  Get product samples to team members (samples)
	Iris
	06/26/04
	

	4.4.2  Produce prototype of the JFRP I.D. card
	Shelly
	06/26/04
	

	3.6.2  Inform and ask for assistance of FS partnership network
	Denver
	06/30/04
	

	3.2.1  Determine status of Scholastic as possible sponsor and/or partner
	Iris
	06/30/04
	

	3.2.2  Determine FY06 agency funding needs
	Iris
	06/30/04
	

	2.1.4  Ride herd on list server creation
	KarenB
	06/30/04
	

	1.1.3  Communicate text via list-serve – setting CC all
	Iris
	07/05/04
	

	1.1.1  Report findings of the interview process
	Langbourne
	07/05/04
	

	1.1.2  Complete conference call to report on findings of the interview process
	Langbourne
	07/05/04
	

	4.2.2  Complete resource experts review – two weeks
	Iris
	07/26/04
	

	4.2.3  Complete OC review and approval – two weeks – text and photos
	Iris
	07/26/04
	

	4.2.4  Complete USDA review and approval – two weeks
	Iris
	07/26/04
	

	2.3.1  Present JFR at SDF directions retreat
	Denver
	07/30/04
	

	3.1.1  Present or exhibit JFR at upcoming NASF regional meetings – June 22-24 = Southern Regional Group
	Denver
	07/30/04
	

	3.6.1  Get NSC on board to support the effort
	Denver
	07/30/04
	

	5.1.1  Review opportunities for PRE to engage
	Denver
	07/30/04
	

	3.2.3  Identify opportunities for “licensing” JFR materials for royalties
	Iris
	07/30/04
	

	2.1.5  Be liaison with Poos Slinkie Inc.
	KarenB
	07/30/04
	

	3.1.2  Present to CFFP committee and identify participation opportunities 
	Lew
	07/30/04
	

	3.3.1  Develop “prospectus” to market JPR to sponsors and partners
	Linda
	07/30/04
	

	3.3.2  Identify and prioritize “categorize” partners / sponsors
	Linda
	07/30/04
	

	3.3.3  Finalize initial funding source list and criteria
	Linda
	07/30/04
	

	3.4.2  Produce statement of work for production of the JFR business plan
	NSC
	07/30/04
	

	5.7.2  Look for pro-bono alternatives to develop marketing plan
	Iris
	08/06/04
	

	5.3.2  Develop special Presidential JFR patch for the day
	Chris
	08/26/04
	

	5.6.1  Define graphic designing needs and components
	Chris
	08/26/04
	

	5.3.3  Develop prospectus for the JFR day proclamation 
	Denver
	08/26/04
	

	5.3.4  Gain support and favor of people in key places for JFR day
	Denver
	08/26/04
	

	5.9.3 Establish project management “Keys to successful event planning”
	Denver
	08/26/04
	

	5.3.5  Check into West launch? – New Mexico area, Smokey Bear State Park?
	Iris
	08/26/04
	

	5.4.2  Study the possibility for developing an exhibit with product and staffing
	Iris
	08/26/04
	

	5.6.2  Develop content for web site – a detailer
	Iris
	08/26/04
	

	5.6.3  Work with Bill Desbron for web needs and development
	Iris
	08/26/04
	

	5.7.1  Develop statement of work for the marketing plan
	Iris
	08/26/04
	

	5.9.2 Complete communication plan ( Leni Eav – press kit, proclamation drafts, etc.
	Iris
	08/26/04
	

	5.9.1 Establish and campaign with Ad Council
	Linda
Lew
	08/26/04
	

	5.5.1  Detail partnership strategy with National Partnership Coordinator at Washington office
	LindaH
	08/26/04
	

	5.2.1  Work with the National NCS Coordinator to identify participation
	NSC
	08/26/04
	

	5.2.2  Plan folk life festival actions and/or activities based on feedback from the National NCS coordinator
	NSC
	08/26/04
	

	5.3.1  Talk with OC and legislative affairs about how to have President proclaim JFR day – identify the steps
	Sue
	08/26/04
	

	5.5.2  Work with linking Girls to the land with Girl Scouts – be present at their August meeting
	Sue
	08/26/04
	

	2.3.2  Host brown bag in WO
	Denver
	08/30/04
	

	3.4.3  Award contract for development of the business plan 0 with AQM
	NSC
	10/01/04
	

	2.2.1  Make presentation to team with samples
	Lew
	10/31/04
	

	3.5.1  Implement the business plan
	NSC
	11/20/04
	

	2.2.2  Make updated presentation to national interagency prevention coordinators meeting
	KarenB
	11/30/04
	

	3.2.4  Identify opportunities for sales of items to produce revenue ex. T-shirts, hats, metal badge
	NSC
	11/30/04
	

	3.2.5  Alert field units – Fed & State – for upfront purchase of copies
	NSC
	11/30/04
	

	3.2.6  Identify “grant” or other “funding” opportunities – probably “one time” grants
	NSC
	11/30/04
	

	3.4.1  Include program costs in the business plan
	NSC
	11/30/04
	

	5.1.2  Make presentations / booth at NAI, NAAEE, APPL NJTA – PR outreach to filed staff
	KarenM
	12/01/04
	

	4.3.1  JFR badge specifications written by December 30, 2004
	BobB
	12/30/04
	

	4.3.3  JFR badge advertised for bid by January 15, 2005
	BobB
	01/15/05
	

	4.3.2  JFR book on disc to printer – GPO – by mid February 2005
	BobB
	02/15/05
	

	2.2.3  Make presentation to Pacific Northwest Prevention Workshop in Skamania, Oregon
	KarenB
	02/28/05
	

	2.2.4  Make presentation to Great Basin / Northern Rockies prevention workshop in Bozeman, Montana
	DC
	04/30/05
	

	4.5.1  Distribute initial booklets to FS Regional offices though our CE, CFFP, IS networks
	NSC
	05/30/05
	

	4.5.2  Distribute initial booklets at national conferences – NAI, NAAEE, and others
	NSC
	05/30/05
	



Planning Calendar

	Share results with company distribute mission and goals for review.
	February 14, 2003

	Publish plan with revised action plans.
	February 24, 2003

	Milestones update built into team meetings.
	February 24, 2003

	Milestones reviewed at team/review meetings.
	Monthly

	Review and revise plan
	September 16-18, 2003

	Review and revise plan
	May 24-26, 2004



Strategic Review Agenda
 Re-Vamping of the Junior Forest Ranger

Third National Team Meeting - May 24-26, 2004

Facilitator  - Maria Birkhead

Monday, May 24, 2004
Travel Day

Tuesday, May 25, 2004

8:30 AM


Welcome/Meeting Objectives




Revisit Last Meeting Agreements                                                        Maria Birkhead 

                 

Concept/Design Prototype                                              Shelley White, Scholastic Inc.




Debrief on Concept/Design Prototype   


      Maria Birkhead



Description Second Phase Research                                              Lang Rust, Ph. D.




Debrief on Second Phase Research 
                                     Maria Birkhead




Presentation, guidelines for product packaging              David Lang, Scholastic, Inc.




Debrief on Guidelines Product Packaging                

      Maria Birkhead 

12:30 PM
 
Lunch

 1:45 PM
                
Group discussion on both the prototype concept and design

    
JFR licensed product by Ideal Discussion

  4:30 PM
 
Meeting adjourns

Wednesday, May 26, 2004

8:30 AM   Group discussions will be led by Maria Birkhead

     
Validation of Vision and Mission/Ideal Outcomes

JFR program components and product packaging 

12:00

Lunch

1:15 PM  

Component Planning (continued)

JFR Licensed Product Discussion
Team Communication Planning… Project Management/Milestones

Launch Prioritization

5:00 PM

Meeting adjourns

Thursday, May 27, 2004  
8:30 PM
 Group discussions will be led by Maria Birkhead.


Summary of Yesterday’s Highlights


How we’ve changed the status quo so far… Areas of major accomplishment

Things yet to be done… Major areas yet to address

Next steps/time frames…. Fill in the Action Posters 

12:00 Noon
Lunch

1:15 PM 
 

The future of the program:  Where do we want this program to go?  




Summary

3:00 PM  

Meeting Adjourns


What would be an ideal outcome?

Meeting Objectives

1. To update JRF program revamping efforts.

2. To gain awareness and understanding of the product prototype.

3. To revisit program direction.

4. To identify program components.

5. To identify actions and needs for the national launch June 2005. 

Expected Meeting Outcomes

1. Validation of program direction.

2. Final direction for product prototype development and second phase research.

3. Decision on the nature of program components.

4. Direction on the program’s future.

Team’s Ideal outcomes for the second and third day

· If we agree together on clear and detailed picture of the product and the fulfillment items

· If we clearly communicate our product expectations to Scholastic, Inc. 

· If we get through the agenda and all the topics for discussion and make specific assignments. It’s crunch time. We need to go into heavy production

· If we have an opportunity to provide input into product design

· If we clearly communicate our expectations to Shelley and David, in regard to potentially contentious content

· If we nail the components

· If we find out if a 13 year old will be interested in what we have to offer

· If we clarify/prioritize the content that will go into the booklet’s limited space… What are the minimum requirements?

· If we decide what needs to be done to launch and find out what everyone is willing to do to make it happen

· If we bring the marketing picture into focus

· If we successfully address sustainability

· If we agree on ways to improve team communication

What did you like best?

· We have worked so well together as a team.

· We are getting so much done.

· We got so many specific things done… I’m just overjoyed.

· We arrived so easily at the design of the badge, and I’m really glad Smokey is in there in the forefront of the program.

· We were able to give specific counsel on the content in the booklet.

· We are spreading the work around… Delegation took place here.

· We can see concrete product coming together… The designs we agreed on together.

· The dynamic team spirit and the dedication here…. We had fun.

· We were highly productive… came up with so many good ideas for the launch…We are a great team… Much fun.

· The added energy of Alexis… our target audience (who, by the way, loved the idea of the JFR camp in 2005)


Accomplishments to Date
(consensus)
· This team is willing to roll up sleeves, take on any assignment necessary… work on the  specific tasks

· We agreed on the fulfillment pieces 

· We agreed on the look and feel of the logo

· We continue to revalidate our Vision and live the Mission 

· We have a great working relationship on this committee. Our input is taken seriously.

· We have commitment for $80,000/Fire Funds and $20,000/Conservation Education

· We have identified our target audiences and have plans for target group interview sessions

· We have reached consensus on the components

· We identified the budget for 2005

Major Work Yet to be Done

(consensus)
· Keeping the lines of team communication open

· Marketing

· Internal: Forest Service Leadership, other forest agencies, co-workers, front liners, field people, CE Coordinators, CFFP folks, District Rangers etc.

· External: State Foresters, Potential partners/sponsors, The Ad Council, the general public, 4-H, Girl Scouts, Volunteer Fire Departments, etc.

· Figuring out ways to make the program self-sustaining, e.g. product line

· The launch

· Tracking, monitoring and evaluating (We will contract for product monitoring)


Last Meeting Agreements

	Action Steps 

18 Sep 03
	Accountable Person
	Due By Date

	2.4.1  Inform other states of our team’s accomplishments and invite them to contribute 
	DCH
	Ongoing

	6.2.1  Monitor accomplishments of working team and the status of the JFR program
	DCH
	Ongoing

	2.4.1  Maintain ongoing product status and updates for PRE 
	Denver J.
	Ongoing

	2.4.1  Maintain ongoing active communications with state & private Forestry leadership 
	Denver J.
	Ongoing

	1.3.1  Monitor Research progress 
	Iris V.
	Monthly

	2.4.1  Talk up JFR at meetings, conferences and interagency events. 
	Karen B.
	Ongoing

	4.5.1  Keep the development process sensitive to our consumers and how we can enhance their lives. 
	Lang R.
	Ongoing

	2.5.1  Share results of September meeting with Partners in Resource Education 
	Denver J.
	10/15/03

	2.5.1  Initiate emails and conference calls for the core team to keep things moving along between meetings. 
	Denver J.
	10/15/03

	2.2.1  Contact Forest Service Partnership coordinators 
	Iris V.
	10/15/03

	5.1.1  Research requirements for Presidential Proclamation 
	Wanda H.
	10/22/03

	1.3.2  Identify who is the audience for the product, what is best format to reach our audience 
	Lang R.
	11/03/03

	1.3.3  Determine if one product addresses our proposed age range 
	Lang R.
	11/03/03

	4.4.1  Work with or hire a product development expert - Creative Consultant - to develop product prototype 
	Iris V.
	11/10/03

	5.1.3  Contact NPS Interpretive Rangers, USFS Rangers, school groups, etc. to get reactions to the potential Jr. Ranger Day proclamation & what ideas they might have to do on that day 
	Bob F.
	12/22/03

	4.4.2  Provide assistance on graphics development 
	Chris C.
	12/22/03

	1.3.7  Look into trademark issues 
	Denver J.
	12/22/03

	2.5.1  Engage partners in Resource Education as participants in JFR 
	Denver J.
	12/22/03

	2.5.1  Explore JFR connection to National Public Lands Day with National Environmental Education and Training Foundation 
	Denver J.
	12/22/03

	3.3.2  Gather potential guidelines for effective use of program materials 
	Denver J.
	12/22/03

	5.1.5  Gain the favor of people in key places for a National Junior Ranger Day 
	Denver J.
	12/22/03

	1.3.5  Publish research online 
	Iris V.
	12/22/03

	3.3.1  Hire or partner to create the business plan or adapt an existing model 
	Iris V.
	12/22/03

	4.3.1  Hire contractor or work with state partners for graphic development 
	Iris V.
	12/22/03

	4.4.3  Consult educational experts for alternative product development 
	Iris V.
	12/22/03

	4.6.2  Forest Service experts review initial prototypes 
	Iris V.
	12/22/03

	1.3.6  Count the number of Smokey’s in the Bergethon collection 
	Karen B.
	12/22/03

	5.1.4  Poll reactions & attitudes of field interpreters on a Presidential Proclamation for National Junior Ranger Day 
	Karen M.
	12/22/03

	1.3.4  Find out how many FS employees were once Jr. Forest Rangers 
	Wanda H.
	12/22/03

	5.1.2  ID venues for PR prior to JFR rollout in 2005 such as the Folk Life Festival or the Boy Scout Jamboree etc.  
	Wanda H.
	12/22/03

	2.2.1  Find opportunity to build program partners by inviting Coloradoans to the table at the Denver meeting 
	Denver J.
	1/15/04

	2.2.1  Research possible field trips that would enhance the meeting 
	Karen B.
	1/15/04

	3.3.3  Draft the distribution section of the business plan and report on distribution model at the next meeting and trust Iris 
	BobB.
	02/01/04

	3.1.1  Provide information from Funding Sources to  incorporate in business plan 
	Karen B.
	02/01/04

	3.3.4  Business Plan drafted 
	Iris V.
	03/01/04

	1.3.8  Interface with Lang about ideas for potential products to run by focus groups 
	Iris V
	03/15/04

	1.3.9  Complete Phase II of research and report at next meeting 
	Lang R.
	03/15/04

	2.2.1  Host the strategic renewal meeting in late March or early May in Denver 
	Karen B.
	05/15/04

	4.6.1  Conduct a review of creative consultant’s progress with internal team review and partners in Tahoe 
	Iris V.
	12/14/04

	5.1.6  Product distribution working 
	Iris V.
	04/05/05

	6.2.4  Develop a customer response form via the web page
	Bill Disbrow
	07/05/05

	6.2.2  Determine possibility of being on National Youth Visitor Monitoring process
	Iris V
	07/05/05

	6.2.3  Develop a customer response postcard to be placed in product 
	Iris V
	07/05/05

	5.1.7  Product is available 
	Iris V.
	07/05/05

	6.2.5  Establish a process for evaluating product and providing feedback
	Ops. Mgr
	07/05/05



What's Changed?
(consensus)
( Nothing has changed that warrants a change in our vision, mission, or strategy.


 Three to Six month Focus (26 May 04) 

	Alexis Hecker
	· Helping mom .

· Focus.

· JFR camp.

	Bob Behrner
	· Production development.

· Communication among team.

· Distribution planning.

	Bob Fuhrman
	· Assist in the examination and input of prototypes.

· Continue communications on JFR day with NPS  Washington office and others.

· Assist with the planning and implementation of launch next June.

	Chris Carlson
	· Develop a flyer to promote the JFR program to teachers/groups (brochure).

· Develop a patch for launch event.

· Develop an exhibit to be used to promote the JFR program at misc. events/conferences.

	DC Hass
	· Market to internal offices staff and working teams.

· Communication is effective between team members.

· Funding at home to purchase JFR items.

	Denver James
	· Building partners/sponsorship.

· Building connecting to educational programs and organizations.

· Encouraging FS leadership interest in revitalized JFR.

	Iris I. Velez
	· Overall project management.

· Keeping balance of tasks/priorities/required assignments.

· Contracting needs for the national launch of the JFR.

	Karen Bergethon
	· Delegate some of my existing duties and re-evaluate my priorities to meet my JFR commitments.

· Talk up JFR at every opportunity.

	Karen Maher
	· Continue to contact field staff re: celebration of National JFR Day.

· Arrange JFR presence at CE & IS conferences.

	Linda Hecker
	· Partnership.

· Communication.

· Product development.

	Sue Cummings
	· Outreach – internally.

· Externally – JFR’s coming.

· Go through GS brownie/junior books.

· See what these activities will fulfill.



 Discussions

Project-product-checklist-steering committee
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•

Solo product?

•

Part of an ensemble, set or campaign?

•

Objectives (purpose and role)

–

General and/or specific

–

Priorities

–

Achievable?
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•

Desired outcome(s) 

(prioritized)

–

1)

–

2)

–

3)

•

Measurement

–

What criteria defines success?

–

How measured?

–

Who measured?
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•

Direct

–

What/who’s in my space?

–

Do they have similar product?

•

Indirect

–

Other stuff 

–

real life

–

No time and/or money

–

Convenience

–

Choices 

•

passions 

vs.

interests 

vs.

necessities 

vs.

compromise
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a priority?

•

Run the checklist against mission at hand

•

Target my market and identify relevant benefits & 

needs

•

Develop quality content from recognized and 

credible source

•

Find an emotional connection if possible

•

Create value, importance, easy entry

•

Promote/advertise 

–

connect to your market!

•

Make it accessible 

-

distribution
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•

Message

•

Content 

•

Creative

•

Benefits

•

Value proposition vs. the offer

•

Call to action

•

Emotion & need



	
[image: image13.wmf]Junior Forest Ranger

•

Excite, motivate, involve

•

Clear message

•

Easy to understand & do

•

Value & Importance 

–

info, purpose, contribution, cause

•

FUN!

•

Risk free

•

Lasting outcome

•

Marketing through education and access

•

Share the experience


	
	



Possible Activities (still in development) - Topic A: Fuels Management

Background information will introduce the state of fire danger in US (190 million acres are potentially ready to blaze
). It will explain that our forest structure has changed and is now clogged with fuel
. This creates “ladders” of burnable material so wildfire can reach the tops of canopies, causing devastating crown fires. It’ll also introduce the Ponderosa Pine, a tree that is adapted to flourish in fire.

Activity Suggestions:

Cool Fire/Hot Fire:

Diagram will show a single Ponderosa Pine in the center, with stands of more trees on either side. We’ll split the page in half with a dotted line, showing a “cool” fire on the left (what naturally occurs when regular fires aren’t suppressed, prompting a low-lying and less devastating burn) and a “hot” fire on the right (the obliteration that occurs when fires are suppressed and fuel accumulates, leading to a crown blaze. Left will show animals watching blaze calmly and the right will show scared animals flying/leaping away. To prompt participation, we can leave out some words that relate to the diagram, like “bark” “animals” etc and kids can fill them in using their common sense to make the diagram complete. 

Interview a Park Ranger

We’ll print a Q & A with a US Forest Service ranger that will show kids how the Forest Service handles managing fuels to prevent devastating fires. This includes prescribed burns, clearing deadwood, and some logging. We’ll raise some of the sensitive issues (danger of prescribed burns, environmentalists vs. loggers) and we’ll include a final directive for kids to think about what they’ve read and form their own opinion on how our nation’s forests are best kept healthy. 

Quiz: How Fire-safe is This Home From Wildfire?

This quiz-format activity will instruct kids to evaluate a home and its surroundings to determine its susceptibility to wildfire. Kids will identify the fire hazards in a drawing of a house and yard, and they will be asked to come up with recommendations for making this house fire-safe. Kids will think about ways they can participate in their own fire-safe plans, such as helping clear leaves and moving firewood away from the house. 

Possible Activities (still in development) - Topic B: Smokey Bear and Fire Prevention

The background will explain some information about Smokey–the longest-running Public Service campaign in US history–along with his mission and focus on the importance of preventing forest fires.

Activity suggestions:

The Case of the Careless Camp: 

Art on this page shows a camp set up that in every way is bound for fire-starting doom. Kids will have to use their common sense and the background information to circle “what’s wrong with this picture”, which will include a campfire’s placement underneath overhanging branches, no rocks around pit, grasses right next to the pit, a stack of wood nearby, a smoking match discarded nearby, an empty bucket which should contain water.  It’ll also show fireworks and other dangerous mistakes campers routinely make. The message is for kids to be aware of their own role in preventing accidental fires.

Smokey Posters:

We’ll introduce the concept of a PSA and reprint several old Smokey fire prevention messages from days of yore. Kids will be instructed to come up with their own updated PSA and message from Smokey, and illustrate their own Smokey poster (on a separate sheet of paper.) 

Smokejumper:

This page would show an illustration of a smokejumper with arrows pointing to all the gear necessary to safely put out a forest fire. As an interactive option, kids can match explanations to the actual gear, which would include parachutes, a helicopter overhead, special heatproof suit, tools, etc. 


Possible Activities (still in development) - Topic C: Water: Its Central Role in the Forest–Life revolves around water (plants, wildlife, humans, forests, communities, fish)

Background information will introduce the interdependence of all forest elements: plants, wildlife, water, and earth. It will relate how water is central to the entire community, describing the role of water and watersheds in a forest ecosystem. It’ll also touch on how water is a limited resource and why it’s important to be used carefully.

Activity suggestions:

Naturalist’s Journal

We’ll present instructions and a fill-in journal page that kids take with them to a watery spot in the national park they’re visiting. It will guide them to sitting quietly and alone in an area of their choosing near a pond, stream, or wetlands, and have them describe the habitat, the weather conditions, the date and time, and all their observations about the life forms, motion and activity of the water, etc. that they see and hear. Their journal page can become the basis for a poem or short work of fiction.

Nature’s Water Filter:

Kids will create models of one step in the water cycle: what happens to precipitation after it reaches the ground. The layers of soil and rocks in the earth naturally filter dirty water by the time it reaches rocky aquifers deep under the surface. Kids will use simple materials that they’ll likely be able to find onsite at the park to build a mini filter that mimics this procedure, and watch as they turn dirty water clean.

Where’d You Get That Water?:

Most kids have no awareness of where the water that comes through their faucet comes from. Kids will follow a maze to track the trail of water as it flows ultimately, from a forested or mountainous area, then to a reservoir or aquifer, then to their home. A bonus will be research tips so kids can discover for themselves the actual original source of the water that they get in their home.

Possible Activities (still in development) - Topic D: Earth Science Geology

We’ll introduce some basic geology information such as rocks, soils, and surface features like mountains and valleys, and mention how rangers and USGS scientists work with and study the geology at national parks.

Activity Suggestions:

Draw the Landscape

Kids will be directed choose an open spot in the national park they’re visiting or at home where they can see geological features like mountains, rocks, etc. Then they’ll draw the shapes they see, researching and labeling the names of mountains, hills, or land areas that lay before them.

Be a Surveyor 

Kids will use basic orienteering techniques as a starting point for understanding how surveyors create maps for the US Geological Survey. Kids will pair up with a partner and read about the four cardinal points (North, South East and West). They’ll be directed to query Park staff to identify where the points are in the particular landscape they’re in. Then we’ll instruct kids to create a “navigation hunt” for their partner, where the partner must use descriptive clues and the cardinal points to find an object in the vicinity (either at their tent site, or their picnic table, or later on at home). Older kids may be able to use a compass. 

Measure a Mountain:

Kids will use a simple ruler technique–employed by early explorers used to measure mountains–to estimate the height of a tall object at the park or at home. Then they’ll research the actual height of the object and compare their estimate with actual data. They could measure an actual mountain at the park, a building, a flagpole, or a statue. As an extension, kids can look into other early explorer methods and compare them with today’s technology. Then they can present their findings to their peers. 


Possible Activities (still in development) - Topic E: Healthy Lands Mean Healthy Communities/Healthy Ecosystems

Background will describe how habitat loss and pollution leads to destruction of entire communities of living things in a forest. They’ll also learn more about interdependence in habitats.

Activity Suggestions:

Interdependent Circle:

Kids will gather with the group they came with to the state park, or another group, perhaps at school. They’ll stand in a circle and on cue, simultaneously sit in each other’s laps. The only way that the circle remains sturdy is if everyone is supporting their neighbor. We’ll offer a few variables for them to test (various people leaving, different positions) to allow them to draw their own conclusions about how forest communities rely on a proper balance of four components—food, shelter, water, and space—to survive.

Deforestation Map

We’ll present 2 maps of the US showing forest cover, say, 100 years ago, and current forest cover, and ask critical-thinking questions about the maps and deforestation. If there is enough space, we may include information about how kids can get involved with a tree-planting program.

Respecting the Land

A guide that empowers kids to become a caretaker for a part of their local landscape that is important to them. We’ll include an activity that will engage kids to take charge of something within their own backyard, such as drafting a letter about conservation or another related issue to someone in government, making bumper stickers, or working with their community to keep important lands intact.

Possible Activities (still in development) - Topic F: Cultural Resources: Forests as the scenario for living history

Background information will relate how forests and humans are deeply connected: they provide us with spirit-lifting experiences, they help us feel a part of the community of life at large, they provide shade, recreation, materials, etc. The goal is to encourage kids to feel a communion and connectedness to the forest. 

Activity Suggestions:

Blind Forest Walk

Groups can get acquainted with the national park with this fun activity that allows kids to guide and take charge. Members of a group will pair up and walk to a trailhead or area that can be easily walked through. One member of a pair will close their eyes, while the guide leads them along by hand. The guide will choose “stations” to pause at and allow the blind explorer to touch, smell, listen, or otherwise experience interesting things in the forest like leaves, flowers, tree bark, bird sounds, bodies of water, etc. The focus on senses other than visual allows for more sensitivity to the surroundings. 

Trees Made It Scavenger Hunt

We’ll create a scavenger hunt that kids can do at home with a partner or group where they have to find objects that were made originally from trees. We’ll provide them with some basic guidelines about the chemicals or materials that the tree produces, and it’ll be their job to take it a step further to find specific examples. The objects are very everyday, like lipstick, chocolate, doormats, ice cream, etc.

Forest Heroes

We’ll present three different people to whom the forest is/was essential to their spirit and livelihood. Potential heroes include: Ansel Adams, photographer and conservationist; Mary Oliver, a brilliant nature-conscious poet; John Muir, founder of the Sierra Club, and/or Julia Butterfly Hill, forest activist. After reading mini biographies of these three, kids will be directed to do their own research to find another person who has embraced the forest in their personal or work life in a major way. We’ll have a space where kids can stick a picture of their hero and write a sentence on him or her in the book.


 Comments/Observations Following Prototype  Presentation:

	What? (Topics, words or phrases from the prototype) 
	So What? ( the reasons they caught our eye)

	“Interdependent Circle”
	Could seem goofy… prefer “Web of Life”

	“Park” Terminology
	Not everyone has access to state or federal parks

	Careless Camping
	Could bad examples encourage irresponsible behavior?

	Choice of words… e.g. “smoke jumper” & “de-forestation” map” 
	“Engines” for more buy-in. Words are out of context… Smokey’s message: Careless fire starting is unacceptable, nothing else.

	Earth Science/Weather/Geology
	All impact the Ecosystem

	Groups/Group Activity
	Who? How Many? Where?

	Looking for cultural resources references 

CCC (Civilian Conservation Core)
	Native Americans, Indian Artifacts

	Looking for urban examples
	Make the connection and urban de-forestation is an issue

	Make sure order of the book not linear
	Each page needs to be a stand-alone

	Recreational Uses
	There is a need to teach responsible use

	The Interdisciplinary Content
	Good… Important

	The portrayal of Fire with words like “devastating” or images of fleeing animals
	Fires are not all bad.

	These are great topics… Glad we didn’t have to do all this
	Love seeing Smokey in there

	This is a great start overall
	

	Use of Photography
	Opportunities to get the kids involved in taking the pictures

	Vocational References/Career Paths
	Can be a powerful motivator… great way to involve


Now What? 

· Use words such as forest, wooded area, park, grasslands, beach, open area, green space, backyard, outdoors to be more inclusive. Capture all the various habitats.

· Include activities on recreational use and make sure all the activities are tied to curriculum standards

· Use different languages to bring in the cultural aspect… Include respect and responsibility for cultural resources

· Stress the right tools for the right job

· Integrate landscape and structure/elements of landscaping (e.g. gateway communities)

· Include urban de-forestation, Web of Life Activity, Wilderness component

· Divisive topics should be addressed as opportunities for healthy discourse and should encourage careful study , weighing all sides of issues…Invite ethical consideration, and then let kids make their own decisions

· Human interest stories about people in history like Roosevelt, Adams, and Pinshot, and today’s not-so-famous but equally important champions in the field will slink to career path. Help kids see themselves in the past and the future… make the connection

· Provide historical background information… how science has changed  e.g. Big Blow-up of 1910

· Provide opportunities for further exploration and interaction with others

Unstructured Dialogue Highlights…

· We agreed that becoming a Junior Forest Ranger will be earned, not just purchased.

· We agreed that we will work toward having an interactive web site accessible to the JFR.s

· We agreed that the program’s longevity will depend upon collaborative processes… partnerships

· We agreed that we are open to sponsorship… affinity programs

· We agreed that we want to tap into the alumni resource in some way…e.g. renewal of credentials, mentoring, famous Junior Forest Rangers etc.

· We agreed that Smokey is important but not dominant … not the only symbol… rather a nostalgic component appearing strictly with fire prevention messages

· We agreed that we want only the highest quality. Other agencies and potential partners will want to be in on this and will see us as a valuable resources

· We agreed that we will not compete or appear to compete with other agencies

What makes it a privilege to contribute to this process?

· The National significance… Impacting tomorrow’s leaders

· The generations to come who will be impacted… Fostering rich experiences and deeper understanding of nature provides context

· The real need for this program… Helping kids understand management of the land

· The relevancy of this program… Smokey is cool and nobody can do this but us

· The level of dedication and expertise around this table… We are getting it done

· The opportunity to distribute all this cool stuff

· The high standards… Working on the best of the best… Creating something of permanence… Leaving a legacy… Building the next generation of leaders

· The historical significance… Having the opportunity to bridge fire prevention and the environment… Expanding our educational opportunities… a great resource in the centennial year of the Forest Service

· The symbols… Working in the Forest Service like so many who went before us…My dad was in the Forest Service… the Woodsy Owl song

· The kids… They are our future, and they are so easily overlooked, and the bus driver who brought us here was a Junior Forest Ranger

· The responsibility… Ensuring life-long learning… A compass for today and the future

· The opportunity to give back the inspiration… The way the experience of the great outdoors changes you… makes you a huge fan of trees and preservation

We are the right mix of passion and competence for this job. We will stay the course.

What the new logo will look like
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· Color: (see style guide for Smokey on the web)

· Feel: 3-dimensional, embossed

· Graphic: Traditional standing Smokey with shovel. (If, for some reason, we are unable to use Smokey, substitute a nature montage and imply activity… perhaps a child planting a tree or a shovel etc.)
· Kid perspective: Cool, commands respect, denotes authority

· Look: Like what the real Forest Rangers wear

· Shape: Forest Service shield 

· Size: Big enough to be impressive

· Type Set: Simple, legible 

· Words: U.S., Junior Forest Ranger, and Forest Service

Note: Scholastics, Inc. to submit one black and white, two color and one metal embossed for approval before the June interviews

Fulfillment Items: 

· Badge

· Certificate

· Consider additional low or no-cost value-added perks/benefits such as coupons, web access, discounts, special recognition at school or in parks etc. 


Commemorative Edition Booklet Expectations

· Submit two sizes to run by the focus groups. Our preference is bigger with lots of white space . It makes it more fun.

· First printing of about 100,000. Expect to print twice as many booklets as fulfillment items

· Full color, full bleed throughout with glossy cover and matt coated stock inside

· Keep the cover neutral in regard to gender and diversity. Submit cover for approval (3 alternatives) Run the title/cover alternatives by the focus groups.

· The title should be based on our vision… inspirational with a punch line that is about the person

· Include lots of diversity in the photos inside with Forest Rangers and Junior Forest Rangers doing cool stuff

· Consider a mailer booklet . Get approval for mail-back card. Include a place for an adult signature. Include current civil rights statement.

· Shrink wrapped in groups of 50… Free to kids and units purchase

Potential Interview/Focus Group Locations

· Denver, Boise or Utah are western, have the facilities, the diversity and proximity to parks

· Phoenix and Albuquerque have desert environments

· Portland and the Northwest have an emphasis on the environment

· LA has a dense urban population and a large Latino community

(We are leaning toward Denver or Boise because of the characteristics listed above and because there is a network to tap. We agree that we will include a sampling from the West.

Improving Team Communications as we move into the launch

· Conference calls as major information becomes available, e.g. focus group results

· Email, list serve

· Regularly scheduled project management updates…monitor progress and adjust

· Push-Pull Communication… Everyone takes 100% responsibility for effective communication

Ideal, Poos Slinkie, Inc. Licensing Discussion 

· Authentic replica doll in 2006 marketed to adult collectors

· Potential to roll out to the public in a child-friendly version some time in the future

· Royalty funds come along with it

· Consider a licensing program for Smokey to help with sustainability

· Make sure Smokey is really authentic and consider other ways of partnering

· Remain open to fitting this opportunity into our plan somehow

· Consider inviting Poos Slinkie to reference our web site to order the booklet to apply to become a Junior Forest Ranger

Potential Agency/Association Partners 

· EPA  (office of EE)

· WFLC (Western Forestry Leadership Coalition)

· RC&DS (Resource Conservation and Development Districts or Councils)

· WUI (Wild Land Urban Interface) Yellowstone has received dollars the last 2 years for educational purposes.

· National Fire Plan (Department of Interior and Department of USDACFS)

· Fire Education Committee (National Fire Coordinating Group, NWCG)

· Army Corp. of Engineers… Recreation Management Division

· BLM, Recreation Management

· State Parks Association (often not associated with State Forestry)

· National Lookout Association (partner only in kind)

· Firewise (NFPA) but only as a partner

· Western State Fire Managers (for they approve national fire plan grants)

· Conservation Officers Association (state game wardens)

Partner Perks:  Initial prioritization of criteria for partner selection

· Funding for production

· Distribution

· Marketing/Promotions

· New ideas

· Manpower

· Support

· Mentors

· Endorsement

( ARC, Interpretive Associations, Outdoor Outfitters, Tourism industries, Elder Hostels and the National Forest Foundation are examples of potential high priority partners.

How would we explain our core purpose to an 8-year old?

 “Learn about the forest… why it is important to people, and how you can help make sure we have forests in the future.”

Launch Brainstorm/Prioritization

Must Have

	 Ceremonies for Officials
	Internal 
Launch
	Communication Plan
	Partners
	$

	An official ceremony with the Chief where he becomes an honorary Junior Forest Ranger… a public, Washington office event… the pre-launch
	An internal FS launch with employees and their families (ID actual JFR’s) Engage families… an event in the Spring… maybe Earth Week
	Communication plan that identifies needs and practices before, during and ongoing
	JFR Camp 2005
	Funds for production

	Award or recognition ceremony with former JFRs
	Distribute 2,000 copies of the JFR to each region and encourage them to develop activities in their forests
	Newspapers /PSAs 

Article in FS today

Press releases nation-wide about JFRP
	Other associations at “Mall” 

-Lookout Association -Smoke Jumpers 
-Retired USFS 
-Firefighters
	Business Plan that addresses needs and opportunities

	Day during folk Life Festival when the Chief becomes a Junior Ranger (He may need help with completing the requirements)
	Update on JFR potential uses for Conservation Education and fire prevention coordinating in www.symbols.gov
	Email to all FS, Park Service employees from Chief at a certain time indicating JFRE materials are available after a certain date
	Distribute JFR info at Boy Scout Jamboree, Girl Scouts etc.
	The books and the badges

	Make every Regional Forester a JFR
	
	Use National prevention teams to assist and market
	State Governor proclamations of JFR Day in each state… work with Western Governor’s Assn.
	

	The President gets a badge
	
	Supplement mailed out in NSTA magazines advertising JFR to science teachers
	Hot Air Balloon… Friends of Smokey
	

	Smokey on the Mall
	
	Partnership strategy for JFR Proclamation Day with already established programs
	Hot Foot Teddy collectible assn., Reno, NV
	


Launch Brainstorm/Prioritization

Want to Have

	Celebrity Status
	Events
	Sales
	Schools
	Misc.

	Photo of Chief and Smokey to be presented to JFRs
	June is Junior Forest Ranger Month (lots of good tie-ins)
	25,000 books available at the Folk Life Festival to hand out, fulfillment later by post-card
	Promote a JFR Day to PLT teachers where they can use the materials and get help from local FS folks
	JFR camp an optional summer activity for kids that are out of school for the summer

	Autographs with Smokey and President for JFR
	JFR Day at FS campgrounds… special push by FS staff and volunteers to sign up youngsters… also at visitors centers. Make it festive.. 
	Banners with logo to advertise JFR program
	Forest Service Education Week where FS employees make extra effort to visit class rooms using the JFR materials 
	Smokey celebration in Capitan,NM

	Photo Opp with Smokey and JFR using a cutout…
	Ad Council… Smokey’s voice talking about JFR program
	Commemorative metal badge for sale to help offset the cost and help sustainability (Western Heritage)
	Flyers to students/teachers before the end of the school year
	

	JFR goes to Disney

JFR goes H0llywood
	Have USFS personnel and JFR Team at Mall to distribute and award JFR material
	JFR T-shirts, Smokey hats available for sale during launch for sustainability of the program
	
	

	Bill Nye (the science guy) a JFR
	Presidential proclamation of JFR Day Kickoff
	
	
	


Nice to Have

	Corporate 
	Materials
	Alumni
	Web Tips
	Web Tips

	Endorsements with Businesses
	JFR materials at Fire Camps via PIO’s (sign up now!)
	Celebrity Event… promotion with a famous former JFR
	JFR clean the forest… help out… community service
	JFR Community Service Days… like Earth Day

	Partnerships with McDonalds
	
	Recognition for all former JFR
	JFR reunions sponsored at individual National Forests
	A day in the life of a Forest Ranger… follow a Ranger around for a whole day JFR activity

	Distribution of booklet through corporation like McDonalds
	
	JFR Alumni program… list of members, use alumni to launch
	Traveling exhibits to e used at fairs and school events
	



The Future of the JFR Program Discussion…

· This is more than a product. It will stick. Up until now, we have focused rightly on the product. Going forward, the focus shifts to our big goal…. Building tomorrow’s leadership.  Junior Forest Rangers will become responsible, environmentally articulate leaders worldwide.

· The Junior Forest Ranger program will become the cornerstone, the centerpiece for aligning youth programs that develop natural resource leadership

· We are sustaining more than the JFR program. We are ensuring the survival of an agency and a nation. 

· We have the real thing. Even though kids have a lot of options that compete for their time, we have the great outdoors. That sets us apart. Everything we do will be experiential and relevant to kids and will sustain this program well into the future.

· JFR will be institutionalized across most forests

· People will look back someday to 2005 and realize that this new product roll-out represented a historical milestone in the ongoing Smokey legacy. The details of making this a reality will emerge as we keep working on this… as we stay the course.

· It is time to start building the infrastructure to support the expected growth and prominence of this program. It will require staffing and field structure.

· Ongoing strategic planning will include other partners to foster buy-in and build critical mass.

· We know that this program will grow, and in order to sustain it, we will decrease dependence on congressional funding. Partnerships are the key to sustaining the development.

· Just imagine…  2 million kids involved five years from now. 

What is the “Sears” approach to product design?

Good, better, best

· Design with an architecture that supports the “best”

· Plan to implement the “better” - features and performance - as version 1 or 2

· Slip features to meet the release date while maintaining a minimum level of “good”

(  You only have 3 variables in product development:  features, resources, and duration.  You can fix any TWO of the three and let the other float.  If we allow features to slip from “better” to “good” and resources to increase through sprinting and delegation, we can support fixing a delivery date.
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The secret to meeting product development release dates

(  There are only three control elements in a development program:  elapsed time, features, and resources.   You can fix any TWO of these – but never all three.  The 1st trick to successful development is to start with an over abundance of PLANNED features, many of which you can defer to the next release if you fall behind your scheduled release date.  The 2nd trick is to make sure you plan for the unexpected, i.e. the “mystery” features that can only be identified by the prospective customers when they a nearly finished product in hand.  These features may be ones you knew of but didn’t consider essential and/or they may be features you never even thought of.

Push pull communications

Too often an organization responds to the need for better communications by doubling or tripling the number of status reports, status meetings, status e-mail, etc.  This is PUSH communications – broadcast data flooding, and many times over-flooding, the ability of the audience to extract meaning.  Every individual, team, group, and organization has a limited bandwidth – the limit to the amount of data that it can handle and extract useful information from.

Another communications strategy is to wait until the party that needs the information asks for it.  This PULL communications allows the audience to filter out the stuff they already know and concentrate on the stuff they really need.  This is great as long as the audience knows enough of the answer to frame the question.  If the audience doesn’t have a clue they can easily overwhelm the bandwidth of the information source.  (Daddy why is the sky blue?  Why do babies cry?  Why does it rain?, Why? Why? Why? …)

We need a more nuanced and aggressive approach to dealing with communication:

· Each party must take 100% responsibility for the quality of the communications.  You’ve got to be proactive no matter which end you’re on!

· The owner of the information must learn how to recognize information that would be important to others.  They make a point of telling the other people via telephone, memo, e-mail, or face-to-face meeting. THEY MAKE SURE THE OTHER PARTY UNDERSTANDS THEM BY CHECKING THAT THEY CAN ACCURACTLY PARAPHRASE THE MESSAGE.

· The users of information can’t sit on their hands and hope people will give them the information they need.  They need to get on the phone, e-mail, memo, or whatever and ask for the data.  If necessary they ambush the other parties in the hall and solicit the information they need to be successful.

(  Once each individual takes personal responsibility for communicating the information required for success, communications will fade as a major issue.  (You will never “solve” the communications problem but with a positive attitude you can get close enough for all practical purposes.)

Town crier.

Every company has employees that everyone comes to, to find out the ‘”real story”  These are the people that spread stories throughout the organization literally overnight.

If you can identify the town criers in your company you should make a point of drawing them into the execution of your strategic plan.  As they gain an understanding of the broader context they will communicate the plan throughout the company – just like they do with any story they hear.

(  There are not enough hours to devote one-on-one time with every employee.  By focusing on the 20% of employees that transmit 80% of the communications the task becomes substantially more doable.

Decision making approaches

There are three different decision making approaches

· Unilateral

· Participatory

· Consensus

 We need to make sure that we use the appropriate decision making process, that we are clear to everyone what process we are using, and accept the consequences of each approach.

How to make progress on the strategic issues while dealing with hour to hour, day to day issues.

Recognize that operations is not a to do list that  will never be finished but rather it is a black hole that will suck up any and all time you give it. In order to complete the important as well as the urgent you need a strategy:

· Recognize that 90%(5% of your time and resources is consumed by the day to day needs of operations.  Scale your strategic goals to the 5% - 15% of time you can afford to invest in the future.

· Pay yourself first – i.e. make sure you put 2-6 hours/week into working the plan and let operational needs fight over the remaining hours.

· Make the merely important things urgent by aligning them with an external event like a trade show. (Or by using your command authority.  “I need this report on my desk Monday morning!”)

How can we find the time to get it done?

1. Reduce our effort on the less important tasks.  (Apply the 80/20 rule)

2. Use management techniques:  delegation, simplification and risk management.

3. Set realistic milestones based on the amount of discretionary time you actually have available (anywhere from 5-20 hours/week)

4. Work smarter.

5. Work harder.

(  It can be done!  That is why we get paid the “big bucks”.  Don’t allow ourselves to become OBE - overcome by events.

Implementation strategy

The focus on each individual will be on the key result measures they are personally accountable for.  Once a month the accountable parties will make a short, written report for each key result measure to the champion of the strategic goals they are part of. A short report that:

· Accounts for where we are currently.  (Progress or lack of progress.  Major accomplishments or non-accomplishments.)

· Accounts for why we are there. (Reasons that help us define any corrective actions required, changes in tactics, or a call for special help in getting traction.)

· Accounts for what we are doing about it.  (zero to four major action steps to be completed within 90 days.  Action steps that will advance us toward achieving the key result measures.  W3: What action will be taken, Who will take it, and When will it be completed by.) 

What happens when the accountable party doesn’t report?  (Reporting for the small number of key result measures is a small time commitment.)

· There is an immediate consequence.  (Ex. $1,000 fine paid into the holiday party fund or requirement to take an extra call shift.)

· If the accountable party continues to not report then the key result measure will be transferred to someone else with more passion for the task.

  The entire point of a strategic plan is to change the status quo.  This requires action.  We need to match our key result measures with accountable parties that are the best match for passion and competence.  There need to be consequences for performance.


 1.  Target and pursue our markets.  Iris l. Vélez
Key result measures: 

1.1  Our focus interview process is completed.  LANGBOURNE
1.2  The results of the focus interviews are incorporated in the final prototype.  IRIS
1.3  The themes and product have been pre-tested.  LANGBORNE
	Champion:
	Iris l. Vélez
	Co-Champion(s):
	Alexis Hecker, Langborne Rust


	Action Steps 

26 May 04
	Accountable Person
	Due By Date
	Status

	1.1  Our focus interview process is completed.
	LANGBOURNE
	
	

	1.1.1  Report findings of the interview process
	Langbourne
	07/05/04
	

	1.1.2  Complete conference call to report on findings of the interview process
	Langbourne
	07/05/04
	

	1.1.3  Communicate text via list-serve – setting CC all
	Iris
	07/05/04
	

	
	
	
	

	1.2  The results of the focus interviews are incorporated in the final prototype.
	IRIS
	
	

	1.2.1  Scholastic, Inc. incorporates results of the focus interviews in the fulfillment items
	Iris
	ASAP
	

	
	
	
	

	
	
	
	

	
	
	
	

	1.3  The themes and product have been pre-tested.
	LANGBORNE
	
	

	
	
	
	

	
	
	
	

	
	
	
	

	
	
	
	



2.  Enhance team communications.  Karen Bergethon
Key result measures: 

2.1  Effective team communications is being maintained.  KARENB
2.2  NWCG prevention / education team has been updated.  KARENB
2.3  Maintain ongoing active communication with the leadership from the State, Private Deputy Area, and WO.  DENVER
	Champion:
	Karen Bergethon
	Co-Champion(s):
	DC Hass


	Action Steps 

26 May 04
	Accountable Person
	Due By Date
	Status

	2.1  Effective team communications is being maintained.
	KARENB
	
	

	2.1.1  Update PowerPoint – and get it to Denver
	KarenB
	06/04/04
	

	2.1.2  Get JPR PowerPoint to Bill Disbrow for loading at symbols web sire for JPR team use
	KarenB
	06/04/04
	

	2.1.3  Create list serve for members – Randy McCracken
	India
	06/26/04
	

	2.1.4  Ride herd on list server creation
	KarenB
	06/30/04
	

	2.1.5  Be liaison with Poos Slinkie Inc.
	KarenB
	07/30/04
	

	
	
	
	

	2.2  NWCG prevention / education team has been updated.
	KARENB
	
	

	2.2.1  Make presentation to team with samples
	Lew
	10/31/04
	

	2.2.2  Make updated presentation to national interagency prevention coordinators meeting
	KarenB
	11/30/04
	

	2.2.3  Make presentation to Pacific Northwest Prevention Workshop in Skamania, Oregon
	KarenB
	02/28/05
	

	2.2.4  Make presentation to Great Basin / Northern Rockies prevention workshop in Bozeman, Montana
	DC
	04/30/05
	

	
	
	
	

	2.3  Maintain ongoing active communication with the leadership from the State, Private Deputy Area, and WO.
	DENVER
	
	

	2.3.1  Present JFR at SDF directions retreat
	Denver
	07/30/04
	

	2.3.2  Host brown bag in WO
	Denver
	08/30/04
	

	
	
	
	

	
	
	
	



3.  Ensure long range JFR program sustainability. Denver James
Key result measures: 

3.1  NASF is engaged in JFR program.  DENVER
3.2  Funding sources have been identified.  IRIS
3.3  Funding sources with the greatest potential are being pursued.  LINDA
3.4  Business plan written by November 2004.  NSC
3.5  Business plan presented, revised, and approved by CE Director and Fire Prevention Coordinator.  NSC
3.6  A partnership plan has been developed.  LINDA
	Champion:
	Denver James
	Co-Champion(s):
	Iris l. Vélez, Linda Hecker


	Action Steps 

26 May 04
	Accountable Person
	Due By Date
	Status

	3.1  NASF is engaged in JFR program.
	DENVER
	
	

	3.1.1  Present or exhibit JFR at upcoming NASF regional meetings – June 22-24 = Southern Regional Group
	Denver
	07/30/04
	

	3.1.2  Present to CFFP committee and identify participation opportunities 
	Lew
	07/30/04
	

	
	
	
	

	
	
	
	

	3.2  Funding sources have been identified.
	IRIS
	
	

	3.2.1  Determine status of Scholastic as possible sponsor and/or partner
	Iris
	06/30/04
	

	3.2.2  Determine FY06 agency funding needs
	Iris
	06/30/04
	

	3.2.3  Identify opportunities for “licensing” JFR materials for royalties
	Iris
	07/30/04
	

	3.2.4  Identify opportunities for sales of items to produce revenue ex. T-shirts, hats, metal badge
	NSC
	11/30/04
	

	3.2.5  Alert field units – Fed & State – for upfront purchase of copies
	NSC
	11/30/04
	

	3.2.6  Identify “grant” or other “funding” opportunities – probably “one time” grants
	NSC
	11/30/04
	

	
	
	
	

	3.3  Funding sources with the greatest potential are being pursued.
	LINDA
	
	

	3.3.1  Develop “prospectus” to market JPR to sponsors and partners
	Linda
	07/30/04
	

	3.3.2  Identify and prioritize “categorize” partners / sponsors
	Linda
	07/30/04
	

	3.3.3  Finalize initial funding source list and criteria
	Linda
	07/30/04
	

	
	
	
	

	3.4  Business plan written by November 2004.
	NSC
	
	

	3.4.1  Include program costs in the business plan
	NSC
	11/30/04
	

	3.4.2  Produce statement of work for production of the JFR business plan
	NSC
	07/30/04
	

	3.4.3  Award contract for development of the business plan 0 with AQM
	NSC
	10/01/04
	

	
	
	
	

	3.5  Business plan presented, revised, and approved by CE Director and Fire Prevention Coordinator.
	NSC
	
	

	3.5.1  Implement the business plan
	NSC
	11/20/04
	

	
	
	
	

	
	
	
	

	
	
	
	

	3.6  A partnership plan has been developed.
	LINDA
	
	

	3.6.1  Get NSC on board to support the effort
	Denver
	07/30/04
	

	3.6.2  Inform and ask for assistance of FS partnership network
	Denver
	06/30/04
	

	
	
	
	

	
	
	
	



4.  Produce an outstanding new JFR product.  Bob Behrner
Key result measures: 

4.1  We partnered with Scholastic, Inc. to perfect the product activities.  IRIS
4.2  Final products have been reviewed and signed off..  IRIS
4.3  Production of the commemorative product  has been completed.  BOBB
4.4  JFRP I.D. card ready for print.  CHRISC
4.5  Initial booklets have been distributed..  NSC
	Champion:
	Bob Behrner
	Co-Champion(s):
	Chris Carlson, Iris l. Vélez, Shelley White, Sue Cummings


	Action Steps 

26 May 04
	Accountable Person
	Due By Date
	Status

	4.1  We partnered with Scholastic, Inc. to perfect the product activities.
	IRIS
	
	

	4.1.1  Work with Scholastic to use Forest Service photos
	Sue
	06/25/04
	

	4.1.2  Work with Scholastic to use Forest Service photos
	Chris
	06/25/04
	

	4.1.3  Establish production schedule
	Iris
	06/25/04
	

	
	
	
	

	4.2  Final products have been reviewed and signed off..
	IRIS
	
	

	4.2.1  Get product samples to team members (samples)
	Iris
	06/26/04
	

	4.2.2  Complete resource experts review – two weeks
	Iris
	07/26/04
	

	4.2.3  Complete OC review and approval – two weeks – text and photos
	Iris
	07/26/04
	

	4.2.4  Complete USDA review and approval – two weeks
	Iris
	07/26/04
	

	
	
	
	

	4.3  Production of the commemorative product  has been completed.
	BOBB
	
	

	4.3.1  JFR badge specifications written by December 30, 2004
	BobB
	12/30/04
	

	4.3.2  JFR book on disc to printer – GPO – by mid February 2005
	BobB
	02/15/05
	

	4.3.3  JFR badge advertised for bid by January 15, 2005
	BobB
	01/15/05
	

	
	
	
	

	4.4  JFRP I.D. card ready for print.
	CHRISC
	
	

	4.4.1  Complete design and specifications of the JPRP I.D. Card
	ChrisC
	06/26/04
	

	4.4.2  Produce prototype of the JFRP I.D. card
	Shelly
	06/26/04
	

	
	
	
	

	
	
	
	

	4.5  Initial booklets have been distributed..
	NSC
	
	

	4.5.1  Distribute initial booklets to FS Regional offices though our CE, CFFP, IS networks
	NSC
	05/30/05
	

	4.5.2  Distribute initial booklets at national conferences – NAI, NAAEE, and others
	NSC
	05/30/05
	

	
	
	
	

	
	
	
	



5.  Successfully launch new JFR product/program.  NSC
Key result measures: 

5.1  Engage the Partners in Resources Education (PRE) group in supporting JFR and Junior Ranger Day..  DENVER
5.2  JFR is a powerful presence at the folk life festival.  NSC
5.3  We have a JFR day..  IRIS
5.4  We have official FS and Washington office JFR events..  IRIS
5.5  We have an interpretive partnership strategy for JFR.  LINDAH
5.6  We have updated/new JFR web component www.symbols.gov update and the new JFR site..  IRIS
5.7  We have developed and launched our marketing plan..  IRIS
5.8  The word has been spread informally..  DC
5.9  The world knows the JFR’s are back – we have effective PR efforts.  IRIS
	Champion:
	New Symbols Coordinator
	Co-Champion(s):
	Chris Carlson, DC Hass, Denver James, Iris l. Vélez, Karen Maher, Linda Hecker, Sue Cummings


	Action Steps 

26 May 04
	Accountable Person
	Due By Date
	Status

	5.1  Engage the Partners in Resources Education (PRE) group in supporting JFR and Junior Ranger Day..
	DENVER
	
	

	5.1.1  Review opportunities for PRE to engage
	Denver
	07/30/04
	

	5.1.2  Make presentations / booth at NAI, NAAEE, APPL NJTA – PR outreach to filed staff
	KarenM
	12/01/04
	

	
	
	
	

	
	
	
	

	5.2  JFR is a powerful presence at the folk life festival.
	NSC
	
	

	5.2.1  Work with the National NCS Coordinator to identify participation
	NSC
	08/26/04
	

	5.2.2  Plan folk life festival actions and/or activities based on feedback from the National NCS coordinator
	NSC
	08/26/04
	

	
	
	
	

	
	
	
	

	5.3  We have a JFR day..
	IRIS
	
	

	5.3.1  Talk with OC and legislative affairs about how to have President proclaim JFR day – identify the steps
	Sue
	08/26/04
	

	5.3.2  Develop special Presidential JFR patch for the day
	Chris
	08/26/04
	

	5.3.3  Develop prospectus for the JFR day proclamation 
	Denver
	08/26/04
	

	5.3.4  Gain support and favor of people in key places for JFR day
	Denver
	08/26/04
	

	5.3.5  Check into West launch? – New Mexico area, Smokey Bear State Park?
	Iris
	08/26/04
	

	
	
	
	

	
	
	
	

	5.4  We have official FS and Washington office JFR events..
	IRIS
	
	

	5.4.1  Support nationwide opportunities and venues for official FS and Washington events
	Iris
	Ongoing
	

	5.4.2  Study the possibility for developing an exhibit with product and staffing
	Iris
	08/26/04
	

	
	
	
	

	
	
	
	

	
	
	
	

	5.5  We have an interpretive partnership strategy for JFR.
	LINDAH
	
	

	5.5.1  Detail partnership strategy with National Partnership Coordinator at Washington office
	LindaH
	08/26/04
	

	5.5.2  Work with linking Girls to the land with Girl Scouts – be present at their August meeting
	Sue
	08/26/04
	

	
	
	
	

	
	
	
	

	
	
	
	

	5.6  We have updated/new JFR web component www.symbols.gov update and the new JFR site..
	IRIS
	
	

	5.6.1  Define graphic designing needs and components
	Chris
	08/26/04
	

	5.6.2  Develop content for web site – a detailer
	Iris
	08/26/04
	

	5.6.3  Work with Bill Desbron for web needs and development
	Iris
	08/26/04
	

	
	
	
	

	5.7  We have developed and launched our marketing plan..
	IRIS
	
	

	5.7.1  Develop statement of work for the marketing plan
	Iris
	08/26/04
	

	5.7.2  Look for pro-bono alternatives to develop marketing plan
	Iris
	08/06/04
	

	
	
	
	

	
	
	
	

	5.8  The word has been spread informally..
	DC
	
	

	5.8.1  Inform other sources and invite them to contribute
	DC
	Ongoing
	

	5.8.2  Talk up JFR at meetings, conferences, and other events
	KarenB
	Ongoing
	

	
	
	
	

	
	
	
	

	5.9  The world knows the JFR’s are back – we have effective PR efforts.
	IRIS
	
	

	5.9.1 Establish and campaign with Ad Council
	Linda
Lew
	08/26/04
	

	5.9.2 Complete communication plan ( Leni Eav – press kit, proclamation drafts, etc.
	Iris
	08/26/04
	

	5.9.3 Establish project management “Keys to successful event planning”
	Denver
	08/26/04
	

	
	
	
	



Potpourri

1. Ask your team to establish dates for results.  Dates are a commitment, a form of communications and a reality check.  Do NOT use dates as a club. You need to get tough when you find your action steps don’t have specific dates but instead are primarily “Ongoing”.  While it is true you need ongoing actions to produce results, if you never set specific dates results have a tendency to get deferred, often for a  v e r y long time

2. Everything happens because of a champion.  Do not undertake a major project unless you have a champion committed to shepherding the project to completion.  Remember people can be the champion of only one goal at a time, you are fooling yourself if you think otherwise.

3. Remember to keep focused on the important not only the urgent.  One way to get important tasks done is to create a natural deadline that makes the task urgent and well as important.

4. Share your goals. How can your everyone help you reach your goals if they don't know what they are.

5. Support goals that reach beyond today, this year, this decade and even your life.  The bigger the dream the longer it may take to accomplish but if you keep making a little progress every year you will achieve it.

6. The easiest way to predict the future is to create it.  Take control and become proactive.  Don’t manage by watching the wake and projecting the future, stand on the bow of your boat, pick a star to steer by and go for it.

7. Don’t over specify a project.  Over specification makes you into a supervisor as your executive attempts to do the project the way you’d do it.  Instead pride yourself on how many details you can identify that the executive can apply his creativity to creating.  The final result will be different than if you did it your self but seldom worse.  (In fact you may discover that the executive does a better job than your would have.)

8. People desperately want to know you understand and consider their thoughts and opinions before you make a decision.  They rarely insist you follow their suggestions.  Actively solicit the opinions of those affected by a decision BEFORE you make the decision.  It builds trust and many times leads to a better decision.

9. Present only key points in formal presentations.  Let the audience question you on their choice of specific points.  As the audience hears your answers to their specific questions they will grow to trust your entire presentation.

10. Remember that quality and satisfaction only exist in reference to the customer's expectations.  A service rating of 7 can represent quality if the client's general expectations are only 5.  A service rating of 7, on the other hand,  will be unacceptable if the client is expecting a 9.5!  To improve quality you can increase performance or lower expectations.  In many cases the customer's expectations have been allowed to run unchecked such that no level of performance could be perceived as acceptable.

11. Remember the single step approach to product/market expansion.  It is best to keep the market fixed and add an expansion product (or to keep the product fixed and add a new market.)  It is many times harder and riskier to try to expand to a place where the market and product are both different!  (Some expects claim it is impossible.)

12. Remember to balance market AND technical risk.  There are times that the risk of not hurrying a product to market far exceed the technical risks of fielding a “not quite ready for prime time” offering.  Such a time may be when the company is in a do-or-die cash crunch or the market window is short and the competition close on your heels.  At other times the risk of shipping a product with major flaws can be the death of the company.  Such a case might be with products that affect personal or asset safety.  In any case, consider, acknowledge and accept the risk.  (Cross your fingers and plan to react quickly.)

13. The 80/20 rule states that 20% of any population accounts for 80% of the results.  20% of your actions produce 80% of your results.

14. The design of a new product starts when you are “finished” and the first real customer puts it to work.  Plan for this.  Don’t reassign your development team when the first version is released, that is exactly the time you need them free to focus on initial customer reaction.

15. Things happen because of deadlines.  A deadline that is tied to an external event such as April 15 is a more powerful mover than an arbitrary "scientifically derived" deadline produced by a PERT chart.

16. We didn't mention it but I included this in our notes because of the concept it espouses:
The QUALITY Communication Model (used with permission of E. Bruce Harrison)
Q = Quantify (carefully count) your key customer-publics, internal and external.
U = Understand their points of view as well as you understand your own.
A = Ask questions that show your interest and draw out their questions.
L = Listen attentively to their answers as well as their questions.
I = Interpret this information so you can initiate appropriate actions.
T = Take charge of the communication process in a way that empowers your publics.
Y = You, your organization, and your management have key roles to play.

17. When a problem exists primarily because of communications try to solve it immediately by bringing the all the parties together.  Pick up the phone, call the parties and ask if they could come to your office for a short meeting.  If some are in other offices get them together on a speaker phone or conference call.  Serve as a facilitator to get the issues aired and solution decided.  This is quick and productive.

18. When planning use clear action steps.  An action step is either finished or not.  There is ONE person responsible for the action step even when many may be working on it.  And please, a action step ALWAYS carries an expected completion date.

19. When the cost of a poor decision is low you should let your team make the decision without requiring your approval.  You can always let them know how you want it handled the next time.  This empowers your people, eliminates you as a bottle neck, reduces your workload AND leads to a more responsive organization.  (Nordstrom’s allows their clerks to make refunds on the spot without a manager’s approval.)

20. You can’t afford for a product to be late to market.  HP studies have found that the revenue you lose is not the relatively low dollars from the front end of a product’s life but rather the large, richly profitable revenues from the tail end of a product’s life.  Stretch to get the product out on time, or early.  Any bonus you pay will pail compared to the effect on the net present value of the new product.

21. Your schedule should keep your development groups moving at a steady jog with enough action steps that they know when to periodically sprint in order to get back on track.  If your plan depends on the team sprinting the entire length of the project you won’t make it.  If your team doesn’t know when they have to sprint you won’t make it.


 How to implement action plans:

Key Result Measures are the what – Action Steps are the how.  The action steps are your tactical plan.  You should expect to adjust them as you gain tactical experience through execution.  You need to remain focused on creating the results but be careful that you don’t fall in love with your current tactical plan. How you produce those results should evolve based on insights gained, available resources, approaches that didn’t work, etc.

Start by taking each key result measure in turn.  Each measure should identify a condition that will exist when the goal has been accomplished.  The measures are the set of desired outcomes required to change the status quo.

Each key result measure has an accountable person who owns it.  Initially the champion takes ownership but as the plan develops anyone in the organization can end up being accountable for a measure.  If you have a formal annual review process it would be ideal that each measure ends up on someone’s individual standard of performance. The accountable person can account for where we are, why we’re there and what we’re doing about it.

	Key Result Measure: 
	Accountable Person
	

	1. [image: image15.bmp]Action Step
	Accountable Person
	Due By


The accountable person of each key result measure determines exactly what actions which are going to be taken in the here and now to advance toward the completion of the measure. Actions need to happen today, this week, this month, or this quarter. They formulate their tactical plan in the form of zero to four, high level, 90 day action steps.
W3 – What are we going to do? Who is going to do it? When will it be finished? 

What are we going to do? Each action steps should encapsulate a “burst” of activity – some focused hours over a concentrated number of days.  (Remember that we are squeezing these “developmental” activities into days that are dominated by operational demands.)  Action step activities have to be in digestible chunks. The wording of action steps should assume a professional execution.  Action plans are not intended to be highly detailed, micro step by step plans that require Microsoft Project to manage.  We are all professionals and can trust that the owner will start early enough to meet deadlines, solicit input, produce sufficient drafts for review, incorporate feedback, etc.  What we need is a commitment to complete actions with impact major enough to advance toward the goal’s objective, i.e. key result. 

Who is going to do it? One and only one person should be accountable for each action step, even for a team’s effort.
If everyone is responsible then no one is responsible
When will it be finished? Each action step should have a clearly defined finish - it is done or not done, and no later than the due by date. The due by date should not be a projection of when you expect the action step to be completed, rather it is a drop dead date that represents a commitment of by when the action step will be finished. Due by dates can be

a specific date, if that date is meaningful such as year-end 12/31/02

a time frame such as ASAP – i.e. under a week – or within 30, 60, or 90 days, or

recurring timeframe such as Ongoing, Weekly, Monthly, Quarterly.

Once there is an established set of action steps for all the goals and their measures you need to work the plan.  Once a month in your regular staff meeting set aside some time to review the goals and their measures.  Focus on the 20% of the plan that requires more attention to get on track.  As a group hold each member responsible for fulfilling their commitments.

As part of the monthly review each owner should identify what exactly are they going to accomplish today, this week, this month, this quarter to advance completion of their key result measure.  They should add/replace their action steps appropriately.  If the team is drifting, consider meeting more frequently for a while.

Every 3-4 months get the entire team together, off site with a skilled facilitator is ideal, to revalidate the entire plan, consider major adjustments in the tactical plan, and refocus and re-energize the team.

Please write or print clearly, especially when using acronyms.  Use people’s first names with first initial of their last names.  Ex. JohnM

Master entry of bookmarks
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	May 25, 2004

	Day Two
	May 26, 2004


1.  Target and pursue our markets.  Iris l. Vélez

	1.1  Our focus interview process is completed.
	Langbourne
	
	

	1.2  The results of the focus interviews are incorporated in the final prototype.
	Iris
	
	

	1.3  The themes and product have been pre-tested.
	Langborne
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2.  Enhance team communications.  Karen Bergethon

	2.1  Effective team communications is being maintained.
	KarenB
	
	

	2.2  NWCG prevention / education team has been updated.
	KarenB
	
	

	2.3  Maintain ongoing active communication with the leadership from the State, Private Deputy Area, and WO.
	Denver
	
	

	2.4  .
	 …….. 
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	 …….. 
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3.  Ensure long range JFR program sustainability. Denver James

	3.1  NASF is engaged in JFR program.
	Denver
	
	

	3.2  Funding sources have been identified.
	Iris
	
	

	3.3  Funding sources with the greatest potential are being pursued.
	Linda
	
	

	3.4  Business plan written by November 2004.
	NSC
	
	

	3.5  Business plan presented, revised, and approved by CE Director and Fire Prevention Coordinator.
	NSC
	
	

	3.6  A partnership plan has been developed.
	Linda
	
	

	3.7  .
	 …….. 
	
	

	3.8  .
	 …….. 
	
	

	3.9  .
	 …….. 
	
	

	3.10  .
	 …….. 
	
	


4.  Produce an outstanding new JFR product.  Bob Behrner
	4.1  We partnered with Scholastic, Inc. to perfect the product activities.
	Iris
	
	

	4.2  Final products have been reviewed and signed off..
	Iris
	
	

	4.3  Production of the commemorative product  has been completed.
	BobB
	
	

	4.4  JFRP I.D. card ready for print.
	ChrisC
	
	

	4.5  Initial booklets have been distributed..
	NSC
	
	

	4.6  .
	 …….. 
	
	

	4.7  .
	 …….. 
	
	

	4.8  .
	 …….. 
	
	

	4.9  .
	 …….. 
	
	

	4.10  .
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5.  Successfully launch new JFR product/program.  NSC

	5.1  Engage the Partners in Resources Education (PRE) group in supporting JFR and Junior Ranger Day..
	Denver
	
	

	5.2  JFR is a powerful presence at the folk life festival.
	NSC
	
	

	5.3  We have a JFR day..
	Iris
	
	

	5.4  We have official FS and Washington office JFR events..
	Iris
	
	

	5.5  We have an interpretive partnership strategy for JFR.
	LindaH
	
	

	5.6  We have updated/new JFR web component www.symbols.gov update and the new JFR site..
	Iris
	
	

	5.7  We have developed and launched our marketing plan..
	Iris
	
	

	5.8  The word has been spread informally..
	DC
	
	

	5.9  The world knows the JFR’s are back – we have effective PR efforts.
	Iris
	
	

	5.10  .
	 …….. 
	
	


	6.1  .
	 …….. 
	
	

	6.2  .
	 …….. 
	
	

	6.3  .
	 …….. 
	
	

	6.4  .
	 …….. 
	
	

	6.5  .
	 …….. 
	
	

	6.6  .
	 …….. 
	
	

	6.7  .
	 …….. 
	
	

	6.8  .
	 …….. 
	
	

	6.9  .
	 …….. 
	
	

	6.10  .
	 …….. 
	
	


	7.1  .
	 …….. 
	
	

	7.2  .
	 …….. 
	
	

	7.3  .
	 …….. 
	
	

	7.4  .
	 …….. 
	
	

	7.5  .
	 …….. 
	
	

	7.6  .
	 …….. 
	
	

	7.7  .
	 …….. 
	
	

	7.8  .
	 …….. 
	
	

	7.9  .
	 …….. 
	
	

	7.10  .
	 …….. 
	
	


	8.1  .
	 …….. 
	
	

	8.2  .
	 …….. 
	
	

	8.3  .
	 …….. 
	
	

	8.4  .
	 …….. 
	
	

	8.5  .
	 …….. 
	
	

	8.6  .
	 …….. 
	
	

	8.7  .
	 …….. 
	
	

	8.8  .
	 …….. 
	
	

	8.9  .
	 …….. 
	
	

	8.10  .
	 …….. 
	
	


	9.1  .
	 …….. 
	
	

	9.2  .
	 …….. 
	
	

	9.3  .
	 …….. 
	
	

	9.4  .
	 …….. 
	
	

	9.5  .
	 …….. 
	
	

	9.6  .
	 …….. 
	
	

	9.7  .
	 …….. 
	
	

	9.8  .
	 …….. 
	
	

	9.9  .
	 …….. 
	
	

	9.10  .
	 …….. 
	
	


	10.1  .
	 …….. 
	
	

	10.2  .
	 …….. 
	
	

	10.3  .
	 …….. 
	
	

	10.4  .
	 …….. 
	
	

	10.5  .
	 …….. 
	
	

	10.6  .
	 …….. 
	
	

	10.7  .
	 …….. 
	
	

	10.8  .
	 …….. 
	
	

	10.9  .
	 …….. 
	
	

	10.10  .
	 …….. 
	
	


Action plan for Goal:

	Champion:
	
	Co-Champion(s):
	


	Action Steps

Bursts of action that advance us toward accomplishing a particular key result measure – W3 – What are we going to do? Who is going to do it? When will it be finished?
	Accountable

Person
	Due By 

MM/DD/YY

	Key Result Measure: 
	
	

	2. 
	
	

	3. 
	
	

	4. 
	
	

	5. 
	
	

	6. 
	
	

	7. 
	
	

	8. 
	
	

	Key Result Measure: 
	
	

	1. 
	
	

	2. 
	
	

	3. 
	
	

	4. 
	
	

	5. 
	
	

	6. 
	
	

	7. 
	
	

	Key Result Measure: 
	
	

	1. 
	
	

	2. 
	
	

	3. 
	
	

	4. 
	
	

	5. 
	
	

	6. 
	
	


For each of the goal’s Key Results Measures create a small number of macro-level action steps to be accomplished over the next 90 days.  (The optimal number of action steps is between zero and four.)  
Set a specific Due By date that the action step needs to be completed by.  Identify a single point of accountability for completion of the action step -  the Accountable Person.

Junior Forest Ranger
Strategic Plan

Goals

1.  Target and pursue our markets.  



Iris l. Vélez

2.  Enhance team communications.  



Karen Bergethon

3.  Ensure long range JFR program sustainability. 



Denver James

4.  Produce an outstanding new JFR product.  



Bob Behrner

5.  Successfully launch new JFR product/program.  



NSC


 Key Result Measures

1.  Target and pursue our markets.  Iris l. Vélez

1.1  Our focus interview process is completed.  LANGBOURNE

1.2  The results of the focus interviews are incorporated in the final prototype.  IRIS

1.3  The themes and product have been pre-tested.  LANGBOURNE

2.  Enhance team communications.  Karen Bergethon

2.1  Effective team communications is being maintained.  KARENB

2.2  NWCG prevention / education team has been updated.  KARENB

2.3  Maintain ongoing active communication with the leadership from the State, Private Deputy Area, and WO.  DENVER

3.  Ensure long range JFR program sustainability. Denver James

3.1  NASF is engaged in JFR program.  DENVER

3.2  Funding sources have been identified.  IRIS

3.3  Funding sources with the greatest potential are being pursued.  LINDA

3.4  Business plan written by November 2004.  NSC

3.5  Business plan presented, revised, and approved by CE Director and Fire Prevention Coordinator.  NSC

3.6  A partnership plan has been developed.  LINDA

4.  Produce an outstanding new JFR product.  Bob Behrner

4.1  We partnered with Scholastic, Inc. to perfect the product activities.  IRIS

4.2  Final products have been reviewed and signed off..  IRIS

4.3  Production of the commemorative product  has been completed.  BOBB

4.4  JFRP I.D. card ready for print.  CHRISC

4.5  Initial booklets have been distributed..  NSC

5.  Successfully launch new JFR product/program.  NSC

5.1  Engage the Partners in Resources Education (PRE) group in supporting JFR and Junior Ranger Day..  DENVER

5.2  JFR is a powerful presence at the folk life festival.  NSC

5.3  We have a JFR day..  IRIS

5.4  We have official FS and Washington office JFR events..  IRIS

5.5  We have an interpretive partnership strategy for JFR.  LINDAH

5.6  We have updated/new JFR web component www.symbols.gov update and the new JFR site..  IRIS

5.7  We have developed and launched our marketing plan..  IRIS

5.8  The word has been spread informally..  DC

5.9  The world knows the JFR’s are back – we have effective PR efforts.  IRIS


Calendar of Action Steps

	Action Steps 

26 May 04
	Accountable Person
	Due By Date

	5.8.1  Inform other sources and invite them to contribute
	DC
	Ongoing

	5.4.1  Support nationwide opportunities and venues for official FS and Washington events
	Iris
	Ongoing

	5.8.2  Talk up JFR at meetings, conferences, and other events
	KarenB
	Ongoing

	2.1.1  Update PowerPoint – and get it to Denver
	KarenB
	06/04/04

	2.1.2  Get JPR PowerPoint to Bill Disbrow for loading at symbols web sire for JPR team use
	KarenB
	06/04/04

	4.1.2  Work with Scholastic to use Forest Service photos
	Chris
	06/25/04

	4.1.3  Establish production schedule
	Iris
	06/25/04

	4.1.1  Work with Scholastic to use Forest Service photos
	Sue
	06/25/04

	4.4.1  Complete design and specifications of the JPRP I.D. Card
	ChrisC
	06/26/04

	2.1.3  Create list serve for members – Randy McCracken
	India
	06/26/04

	4.2.1  Get product samples to team members (samples)
	Iris
	06/26/04

	4.4.2  Produce prototype of the JFRP I.D. card
	Shelly
	06/26/04

	3.6.2  Inform and ask for assistance of FS partnership network
	Denver
	06/30/04

	3.2.1  Determine status of Scholastic as possible sponsor and/or partner
	Iris
	06/30/04

	3.2.2  Determine FY06 agency funding needs
	Iris
	06/30/04

	2.1.4  Ride herd on list server creation
	KarenB
	06/30/04

	1.1.3  Communicate text via list-serve – setting CC all
	Iris
	07/05/04

	1.1.1  Report findings of the interview process
	LANGBOURNE
	07/05/04

	1.1.2  Complete conference call to report on findings of the interview process
	LANGBOURNE
	07/05/04

	4.2.2  Complete resource experts review – two weeks
	Iris
	07/26/04

	4.2.3  Complete OC review and approval – two weeks – text and photos
	Iris
	07/26/04

	4.2.4  Complete USDA review and approval – two weeks
	Iris
	07/26/04

	2.3.1  Present JFR at SDF directions retreat
	Denver
	07/30/04

	3.1.1  Present or exhibit JFR at upcoming NASF regional meetings – June 22-24 = Southern Regional Group
	Denver
	07/30/04

	3.6.1  Get NSC on board to support the effort
	Denver
	07/30/04

	5.1.1  Review opportunities for PRE to engage
	Denver
	07/30/04

	3.2.3  Identify opportunities for “licensing” JFR materials for royalties
	Iris
	07/30/04

	2.1.5  Be liaison with Poos Slinkie Inc.
	KarenB
	07/30/04

	3.1.2  Present to CFFP committee and identify participation opportunities 
	Lew
	07/30/04

	3.3.1  Develop “prospectus” to market JPR to sponsors and partners
	Linda
	07/30/04

	3.3.2  Identify and prioritize “categorize” partners / sponsors
	Linda
	07/30/04

	3.3.3  Finalize initial funding source list and criteria
	Linda
	07/30/04

	3.4.2  Produce statement of work for production of the JFR business plan
	NSC
	07/30/04

	5.7.2  Look for pro-bono alternatives to develop marketing plan
	Iris
	08/06/04

	5.3.2  Develop special Presidential JFR patch for the day
	Chris
	08/26/04

	5.6.1  Define graphic designing needs and components
	Chris
	08/26/04

	5.3.3  Develop prospectus for the JFR day proclamation 
	Denver
	08/26/04

	5.3.4  Gain support and favor of people in key places for JFR day
	Denver
	08/26/04

	5.9.3 Establish project management “Keys to successful event planning”
	Denver
	08/26/04

	5.3.5  Check into West launch? – New Mexico area, Smokey Bear State Park?
	Iris
	08/26/04

	5.4.2  Study the possibility for developing an exhibit with product and staffing
	Iris
	08/26/04

	5.6.2  Develop content for web site – a detailer
	Iris
	08/26/04

	5.6.3  Work with Bill Desbron for web needs and development
	Iris
	08/26/04

	5.7.1  Develop statement of work for the marketing plan
	Iris
	08/26/04

	5.9.2 Complete communication plan ( Leni Eav – press kit, proclamation drafts, etc.
	Iris
	08/26/04

	5.9.1 Establish and campaign with Ad Council
	Linda
Lew
	08/26/04

	5.5.1  Detail partnership strategy with National Partnership Coordinator at Washington office
	LindaH
	08/26/04

	5.2.1  Work with the National NCS Coordinator to identify participation
	NSC
	08/26/04

	5.2.2  Plan folk life festival actions and/or activities based on feedback from the National NCS coordinator
	NSC
	08/26/04

	5.3.1  Talk with OC and legislative affairs about how to have President proclaim JFR day – identify the steps
	Sue
	08/26/04

	5.5.2  Work with linking Girls to the land with Girl Scouts – be present at their August meeting
	Sue
	08/26/04

	2.3.2  Host brown bag in WO
	Denver
	08/30/04

	3.4.3  Award contract for development of the business plan 0 with AQM
	NSC
	10/01/04

	2.2.1  Make presentation to team with samples
	Lew
	10/31/04

	3.5.1  Implement the business plan
	NSC
	11/20/04

	2.2.2  Make updated presentation to national interagency prevention coordinators meeting
	KarenB
	11/30/04

	3.2.4  Identify opportunities for sales of items to produce revenue ex. T-shirts, hats, metal badge
	NSC
	11/30/04

	3.2.5  Alert field units – Fed & State – for upfront purchase of copies
	NSC
	11/30/04

	3.2.6  Identify “grant” or other “funding” opportunities – probably “one time” grants
	NSC
	11/30/04

	3.4.1  Include program costs in the business plan
	NSC
	11/30/04

	5.1.2  Make presentations / booth at NAI, NAAEE, APPL NJTA – PR outreach to filed staff
	KarenM
	12/01/04

	4.3.1  JFR badge specifications written by December 30, 2004
	BobB
	12/30/04

	4.3.3  JFR badge advertised for bid by January 15, 2005
	BobB
	01/15/05

	4.3.2  JFR book on disc to printer – GPO – by mid February 2005
	BobB
	02/15/05

	2.2.3  Make presentation to Pacific Northwest Prevention Workshop in Skamania, Oregon
	KarenB
	02/28/05

	2.2.4  Make presentation to Great Basin / Northern Rockies prevention workshop in Bozeman, Montana
	DC
	04/30/05

	4.5.1  Distribute initial booklets at national conferences – NAI, NAAEE, and others
	NSC
	05/30/05

	4.5.2  Distribute initial booklets to FS Regional offices though our CE, CFFP, IS networks
	NSC
	05/30/05



 Three to Six month Focus (26 May 04) 

	Alexis Hecker
	· Helping mom .

· Focus.

· JFR camp.

	Bob Behrner
	· Production development.

· Communication among team.

· Distribution planning.

	Bob Fuhrman
	· Assist in the examination and input of prototypes.

· Continue communications on JFR day with NPS  Washington office and others.

· Assist with the planning and implementation of launch next June.

	Chris Carlson
	· Develop a flyer to promote the JFR program to teachers/groups (brochure).

· Develop a patch for launch event.

· Develop an exhibit to be used to promote the JFR program at misc. events/conferences.

	DC Hass
	· Market to internal offices staff and working teams.

· Communication is effective between team members.

· Funding at home to purchase JFR items.

	Denver James
	· Building partners/sponsorship.

· Building connecting to educational programs and organizations.

· Encouraging FS leadership interest in revitalized JFR.

	Iris I. Velez
	· Overall project management.

· Keeping balance of tasks/priorities/required assignments.

· Contracting needs for the national launch of the JFR.

	Karen Bergethon
	· Delegate some of my existing duties and re-evaluate my priorities to meet my JFR commitments.

· Talk up JFR at every opportunity.

	Karen Maher
	· Continue to contact field staff re: celebration of National JFR Day.

· Arrange JFR presence at CE & IS conferences.

	Linda Hecker
	· Partnership.

· Communication.

· Product development.

	Sue Cummings
	· Outreach – internally.

· Externally – JFR’s coming.

· Go through GS brownie/junior books.

· See what these activities will fulfill.


Initial plan





Fall back plan – to met the committed release date.








Nice to Have Features





Want to Have Features





Must Have Features





“Mystery” Features required by market but not identified as such until the beta release








� NSC (( New Symbols Coordinator.


� USDA/US Department of the Interior Fact Sheet “The 2003 Season: Record Resources available to Fight Wildfires; Record Amounts of Fuels Treatment Work Underway”


� USDA/Forest Service Report: Influence of Forest Structure on Wildlife Behavior and the Severity of Its Effects (November 2003)
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Are the buyer(s) and the 

end user the same?

		The selling chain: 



		(works for products, services, ideas, information, opinions)

		How many buyers before the end user?



		Common benefits/needs to each party?

		Exclusive benefits/needs to each party?

		Priorities common or unique to each party?

		Same or similar? Does it matter?
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Results & Measurement

		Desired outcome(s) (prioritized)

		1)

		2)

		3)

		Measurement

		What criteria defines success?

		How measured?

		Who measured?
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Marketing, advertising, packaging

		Message

		Content 

		Creative

		Benefits

		Value proposition vs. the offer

		Call to action

		Emotion & need
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How do I make my “stuff” 

a priority?

		Run the checklist against mission at hand

		Target my market and identify relevant benefits & needs

		Develop quality content from recognized and credible source



		Find an emotional connection if possible

		Create value, importance, easy entry

		Promote/advertise – connect to your market!

		Make it accessible - distribution
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Junior Forest Ranger

		Excite, motivate, involve

		Clear message

		Easy to understand & do

		Value & Importance – info, purpose, contribution, cause

		FUN!

		Risk free

		Lasting outcome

		Marketing through education and access

		Share the experience










_1147748629.ppt


Competition

		Direct

		What/who’s in my space?

		Do they have similar product?

		Indirect

		Other stuff – real life

		No time and/or money

		Convenience

		Choices 

		passions vs. interests vs. necessities vs. compromise
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Purpose and Fit

		Solo product?

		Part of an ensemble, set or campaign?



		Objectives (purpose and role)

		General and/or specific

		Priorities

		Achievable?
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Goals, Objectives, Schedule

		Goals

		1

		2

		3

		Objectives

		1

		2

		3

		Schedule

		Summer 2005
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What is it?

		Product or Service 

		……..…… buyer



		Information/education/cause

		…………….adopter / champion or advocate
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Project/Product Launch Checklist

		Establish objectives and goals 

		What is it?

		Who is the buyer?

		Who is the end user?

		What purpose?

		Where does it fit?

		Results – desired outcome?

		Measurement?

		Competition?










