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“The only thing worse than 
being blind is having sight 
but no vision.”

-Helen Keller



Let’s Clarify Before We Start

A strategic plan is not:

• A Master Plan
• A General Plan
• A Comprehensive Plan

A Strategic Plan Should Serve as your highest-level Guiding Document for the County



A Strategic Plan Serves Three Purposes

1. Articulates a Vision or Mission for your organization

2. Identifies Priorities (Particularly Budgetary Priorities) 

3. Serves as the road map of how to accomplish your Vision or 
Mission



What is Community-Based Strategic Planning?

Community-based strategic planning is the 
process of engaging community stakeholders in 
a conversation regarding the governmental 
activities and investments they believe will most 
likely lead to a higher quality of life for those who 
work and live there.



The Parable of the Chicken Sandwich









We could be engaged in similar behavior.

• I had already determined what would make me happy and 
ordered accordingly

• The manager demonstrated little interest in what I had 
ordered

• He attempted to persuade me to accept something I didn’t 
want

• He was frustrated when I rejected it



Symptoms of a Disengaged Citizenry

• Low voter turn-out

• Elective failures

• Anemic citizen 
participation in civic life

• Extremism



Why go to the trouble of asking your 
residents what they think? Don’t we already 
know what they want?



Our Approach to Community-Based 
Strategic Planning

Community 
Outreach

Engage the 
community and 

learn what matter 
most to the 
Community

Summarize Findings
Analyze the 

results of 
community 

outreach and 
synthesize the 

data for the 
committee

Organize Advisory Committee
Create Citizen-Led 

Committee to 
Direct Strategic 

Planning Process

Present the Plan
Committee will present the 
plan to the County and we 

will assist in 
communicating the plan to 

the public

Build 
Strategic 

Plan
Through facilitated 

sessions, the 
committee will 
form a strategic 

plan reflecting the 
community 

feedback



Forming the Committee
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Public Survey
Over 500 residents completed the
community survey open to the
public.

Stakeholder 
Engagement
Through focus groups, presentations, 
and invitations to complete the survey, 
over 50 local stakeholder groups were 
approached in this process.

Facilitated 
Dialogue Sessions
Open to the public, 20 dialogue
sessions were facilitated, both at
the County building and with local
organizations

Interviews
30 interviews with each town’s
Mayor and community leaders.

Community Outreach – No Stone Unturned

The SPAC follows community feedback in creating the strategic plan



Three Tips for Community Engagement

1. Make Everyone Welcome – Avoid long, Statistically 
Significant Surveys 

2. Go to where meeting is already taking place 

3. Target and enlist local Influencers 



Why Avoid Statistically Significant Surveys?

• By design, statistically significant 
surveys exclude people. 

• Due to the length of the survey, 
there is a lower completion rate 
and survey fatigue sets in

• The format causes participants 
to feel more like a data point 
than a resident with a valued 
perspective 
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If a Survey Can’t fit on a paper, it might be too 
long



“Be Where the People Are”

• Contact local groups

• Invite them to host a 
focus group

• Schedule this as an 
agenda item at their 
next meeting



Enlisting Local Influencers

• Local Mayors, School 
Principals, PTA 
Leaders, etc. 

• Ask yourselves, who 
carries weight in the 
community that would 
support this effort?



Review Results and Summarize Findings

• Review and synthesize 
responses into readable 
charts and graphics

• Analyze and highlight 
important trends

• Submit findings to Strategic 
Planning Action Committee 
for review and comments

Analytical Process



Build Strategic Plan Framework

• Distill community input 
into key focus areas 
(Strategic Directives)

• Work with staff to refine 
strategic initiatives, goals 
performance criteria for 
focus areas

Facilitated Plan-Building Process



Sample of a Strategic Directive

Specific actions that 
will drive Strategic 

Directive
Metrics to measure 

success

Strategic Directive, 
summarized by a 

key focus area
Vision Statement driving 

strategic directive

Reason for 
Strategic 
Directive



LEWIS COUNTY
COMMUNITY-BASED STRATEGIC 

PLAN 2020-2025

Strategic Directives Aligned Strategic Initiatives Success Measure

Economic Development ü Increase partnerships on business recruitment
ü Expand access to reliable, high-speed internet
ü Reduce hurdles to permitting and building
ü Flood mitigation
ü Improvements to infrastructure
ü Leverage nature to attract tourism

v Growth in median wage
v Job growth
v Increased gross domestic product (GDP)
v Increased high-speed internet

Housing & Proactive Growth ü Assist smaller municipalities with permitting requests
ü Continue to streamline processes
ü Process automation for field ops and design
ü Develop countywide growth planning model
ü Increase collaboration between County and cities
ü Leverage, expand, and /or designate UGAs

v Streamline permitting processes
v Increased vacancy rate from increase in 

housing supply
v Additional growth areas identified/zoned
v Countywide growth planning model

Public Health & Social 
Services

ü Expand partnerships with community organizations to 
address homelessness

ü Utilize Drug, Family, and Juvenile Courts
ü Implement Public Health & Social Services strategic plan 

for housing & homelessness
ü Establish shared goals addressing social determinants of 

health

v Decrease in local homelessness
v Decreased homeless burden on

emergency response services
v Turnaround times
v Other metrics TBD

Fiscal Sustainability & 
Organizational Efficiency

ü Continue citizen engagement in budget process
ü Business recruitment
ü Follow best practices for budget
ü Focus on essential functions
ü Explore bonding initiatives
ü Provide employee trainings
ü Lean Management
ü Develop HR & Risk programs
ü Codify County Manager position

v Expanded commercial tax base
v Adherence to budget best practices
v Regular meetings with Citizen’s Budget 

Committee

Public Safety ü Maintain funding levels
ü Explore bonding initiatives
ü Partner on coordinated intake for the homeless
ü Expand training opportunities
ü Continue healthcare services in jail
ü Invest in needed infrastructure
ü Implement Sheriff’s Office strategic plan

v Recidivism reduction
v Jail accreditation
v Improved fleet and safety equipment
v Coordinated intake in place

Primary Directive
Build upon our location, resiliency, and 

strong sense of community to offer future 
generations the opportunity to build a life 

for themselves in this beautiful environment 
that we are fortunate to call home.

Carlisle Lake

https://lewiscountywa.gov/offices/commissioners/lewis-county-
strategic-plan-2020-2025/

https://lewiscountywa.gov/offices/commissioners/lewis-county-strategic-plan-2020-2025/


Committee Presents the Plan

County Adopts Strategic 
Plan

County Communicates the 
Plan

Staff Begins Implementation

Step Two

Step Four

Step Three

Step One

Present and Communicate Strategic Plan



Circle Back with Stakeholder Groups 
• Cements the relationships 

created during community 
engagement 

• Demonstrates how their 
feedback helped shape the plan

• Validates their emotional 
investment, increasing the 
likelihood of future engagement

Lewis County Realtors’ 
Association



How to Avoid Sitting on the Shelf

Strategic 
Plan



Implementation Plan (WHO, DOES 
WHAT, BY WHEN?)



LEWIS COUNTY
COMMUNITY-BASED STRATEGIC PLAN 2020-2025

Lewis County’s budgeting of the Corona Virus Recovery 
Funds (ARPA) will be linked to the county’s Strategic 

Directives (SD) outlined in the five-year Strategic Plan

(SD) 1 – Economic Development
(SD) 2 – Housing & Proactive Growth
(SD) 3 – Public Health & Social Services
(SD) 4 – Fiscal Sustainability & Organizational Efficiency
(SD) 5 – Public Safety



American Rescue Plan Act (ARPA) of 2021
State and Local Coronavirus Fiscal Recovery Funds

ARPA Allocation for Budget Amendment- Subject to change based on other available funding 
ARPA Categories 2021 2022 2023 2024 Total Allocation
Water, Sewer and Broadband Infrastructure 3,600,000            3,600,000               
Economic Impacts 1,550,000            1,550,000               
Public Health Response and Mitigation 1,238,194            1,238,194               
General Government Services (lost revenue) 950,000                950,000                  
Transfer Funds (Special Units of Government) 500,000                500,000                  

7,838,194            -                         -                         -                         7,838,194               



"The broader the base of participation, the 
greater the plan’s survivability and likelihood 
that it will be used."



So This….



. . . Becomes This



Additional Benefits

• Increased Staff Engagement – When a clear strategic plan is 
set and communicated throughout an organization, employee 
engagement increases. This is particularly true among 
Millennial and Gen-Z employees. 

• Survivability – The plan remains relevant through turnover of 
elected officials (Specifically at Lewis County)



Additional Uses of Strategic Planning

Department Specific – Summit County, UT 

Crisis Management – Baytown, TX Policing



Exponential Growth is on your Side





We Love This So 
Much that We 
Published a Book on 
Community-Based 
Strategic Planning



You are not alone in this!

“I'm a success 
today because I 
had a friend who 
believed in me 
and I didn't have 
the heart to let him 
down.”

Abraham Lincoln



Let’s Connect

Erik Martin is the Manager of Lewis Count, WA, leading 
day-to-day operations of over 600 county employees. Prior 
to serving as County Manager, Erik directed Lewis County’s 
Public Works Department, overseeing an annual budget of 
over $25 million. Erik has also served as a transportation 
manager for the City of Tumwater, and as a Senior 
Consultant at a professional engineering firm. Erik is a 
proud husband and father. (360) 740-2697

Contact Mackey at:
Erik.Martin@lewiscountywa.gov or 360-740-2697
Or connect with him on LinkedIn 
https://www.linkedin.com/in/erik-martin-a3987863/

Mackey Smith is the Head of Strategy Consulting and 
Planning  at Tanner LLC, a Salt Lake City-Based professional 
services firm with over 200 team members. Mackey 
facilitates over 75 strategic planning retreats, focus groups, 
and development trainings a year. He currently serves on 
the Executive Board for the Salt Lake County Council on 
Diversity Affairs (CODA). In November 2019, Mackey was 
named as a “20 in their 20s” by Utah Business Magazine. 

Contact Mackey at:
msmith@tannerco.com or 818-565-9335
Or connect with him on LinkedIn 
https://www.linkedin.com/in/mackeysmith/
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