Chebeague Island Historical Society

Strategic Planning — May 8, 2021

A meeting was held at via Zoom on May 8, 2021 from 10 AM to 1 PM. The purpose of the
meeting was for the Board of Trustees to develop strategic priorities for the Society. Donna
Damon and the nominees for election to the Board at the June Annual Meeting also attended.

Attendees: Damon, Emery, Festino, Hackel, Holt, Hopkins, McNulty, Sabasteanski, Tonks
Hartling, Trask, Whitman Marsee

SWOT analysis

The exercise

Carol distributed an exercise prior to the meeting. Participants were asked to identify the Strengths,
Weaknesses, Opportunities, and Threats facing CIHS.

W e R e L W

Strengths and Weaknesses factors tend to be in the present

Opportunities and Threats factors tend to be in the future
The result

Eleven participants returned a completed the SWOT analysis. Carol prepared a summary of the results,
which can be found in EXHIBIT A.

Strategic Priority Setting Exercise

Objectives
After discussion, the participants agreed on the following objective.

At the end of the session, we will have identified the top strategic priorities for
CIHS over the next one to three years.
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Chebeague Island Historical Society

Strategic Planning — May 8, 2021

The Process

e Priorities would be identified as the most important projects/tasks to get done in the next one
to three years.
e Priorities would be grouped in the following categories:
o Programs
o Operational/Facility
o Customer/Public/Audience
o Employees/Volunteers
o Financial

e Round One: Each participant reported what s/he felt should be the top three to five
company priorities in the next one to three years. The items were divided by category. The
result of this exercise is shown in EXHIBIT B.

e Round Two: Reviewing the item list, each individual voted on what s/he believed to be the
top three priorities in each category. The group decided to combine Programs with
Customer into a new category Programs/Audience thus reducing the total number of
categories to four. Each participant had three votes per category and could vote multiple
times for one item. The top priorities by category were identified through this process. See
EXHIBITC.

e Round Three: Each participant received three votes (to identify the top three priorities for

the Society). S/he could vote only once for a single priority but could vote for multiple
priorities in a category. See EXHIBIT D.

¢ Final Round: Based upon the results of Round 3, the group decided to adopt four priorities
(instead of three). The top four priorities are below.

The Result

0 Sabeee T O e
Flscal sustamablllty through fundralsmg and grants ' o . '
Improve organizational structure — including policies and procedures 6
Enhance aigital archive of collection and artwork — improving resource for visitors and 5
research. Develop interactive online archive
Recruit, organize, sustain (appreciate) volunteer interaction and commitment. Board 4

| members as volunteers. Need volunteer leader B

Next Steps

The officers will meet to prepare strategies for implementing action plans to achieve the priorities
identified.
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SUMMARY OF RESULTS OF SWOT ANALYSIS COMPLETED IN APRIL 2021

Category

Strengths

Category
Weakness

EXHIBIT A

No organizational structure

Number of | '—____]
Area Responses _ Comments

:/-olunteers - -
Bunidlng B 6|Historic building good Iooation, well maintained, visibie',- functiongli’iy, physical archive
Stores B 6/On-line and museum shops
Exhibits ] B 5|Exhibits help oommumty contact o S o T
|Lectures/Zoom Presentation;_ 3 - o - I |
_Iinor i;ase 1 B 3 ) B - o -
-aents- ] o 2| Talents oFlooard members, community members, volunteers o
Eurator o 2 B ) - B - |
Technology ) 1|soon will hav:ﬁber, wide Fé’}'{g]e of computer skills
Communlty Focusw 1 - - o I N o ]
Reputation o K] o o o ]
Current cash ;Eition ) 1 o - o o -
_gonooner Log ] N 1 o o - - B - - :
\Website | - - -

Number of

Area Responses Comments
Lack of space - : 5 Lack. of storage spacg ___L L : o
High concentration of knowledge and
effort in a few people 5|Reliance on key staff/volunteers/espeoaally curator
Building - Ai- Old building, high malntonance climate control for storage too small - -
Volunteer fatigue - ) u 4 - o L
Lack of young people
_g_rograms/participation o 4 3 Reao_h out to school? Display I:::y children? o ) o L
Lack of volunteers and volunteer
coordination 3| Potential for volunteer burnout, lack of coordination and recruitment
Technoiogy - :_: I_ 2 ijter skilisj & training of vMeers. Lirn__i_i_o__d digital accgo_s to archive: ) ......... o |
|Exhibit preparation Tlme 1|High hourly requirement
L':Eicik of policies a_r_x_g__orocedureo _:_T o B - - L - - ]
Decreased donations 1
Decree};ed visito; ____ B 1J____ ..._. __“ - : :_ |
Gift shop 1|Lack of hours/items for shop
g tiona H‘I can't relz_ on vo_l_g_nteers to sustain growth, lack of policios/proced:ures/co{Eols - -

EXHIBIT A TO STRAT PLAN REPORT.xIsx



EXHIBIT A

No benefits for mem bers 1
Fundraising efforts More funds needed to support current operation and growth

No permanent island history exhrblt

Inconsistency in time and skills given by
board

Limited employmEnt pool .
Lack of committee structure

1{Living on island - few candidates for positions
1|needed to institutionalize work of volunteers

Website 1|More information s/b on website to drive traffic

e . i o Number of aoy : = S s e

Category Area Responses Comments
Opportunities|Donor managed and fundrarslng 4]bumper stickers to raise awareness? Give them to donors
st i o ssesin i SR ——
Programs aimed at young people 4|work wrth schools
Web site enhancements 3laimed at increasing traffic, allow on line donations
Walking/bike tours of island 3|self guided, - maybe an app or map focus on history, signs with our heritage, Indian history?
shop by mail, expand inventory, expand hours, open all year. Prints of our collection (sold through other

Increase sales 3|entity) and local artisans, shop by mail

Expan?l lecture series
Network with museums, historical
societies

Expand volunteer base

2
2
K
interactive digital arohrves - 1 A R —
More grant applrcay_ons T 1 B L"'""" ' — : . e

D e ey == e e e

Connect with strong connection to
island but live off island 1 |slanders who have moved, long term summer families, etc.
Inorease island presence o 1lweb Iectures revolvmg exhlbrts (only pieces change) -
Charge for se;ices/progra_rn? 1|public restroom, online speakers o S
Improxre c;aanrzationamfﬂe 1 teohnologwicies, procedures, planning, staff, etc.
Ask Town for financial help 1
o — |lecture or display about our new energy efficient heating/cooling system - we are interested in
Bring vision to the present 1|conservation
volunteer recruitmfrnt - B coordinator;reoruit and organize volunteers o - -

Increase visibility

Permanent exhibit on island history
Auction HS artwork

Correctly store oriLgin-aI artwork
Pander-nio )
New ar-t fund
Develop con_’_r_n_lui?tee structure

Iaunch a fund drive to conserve original artwork and have it appraised.
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EXHIBIT A

e T = e

Number of
Category | Area Responses

_ _ Comments | | .

need more fundi'ng to run operations ('buildings', stores, exhibits, archive)at current Ievels, let alone
5lexpand. Increased operating costs, lack of professional staff funding

New residen“E,ﬁaging population, volunteers aging, less interest in history, lack of interest from 'Qoung

Threats Lack of funds to run operations

Declining interest from public

Competition for funds

technology not organized, inadequate policies and proéedures, inadequate planning, succession
planning for curator

Covid 19
We rely too much on a couple of people. Need paid staff to keep organization growing

Lack of organization
Reduced visitors
Lack of paid staff

T e T S e
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EXHIBIT B

RESULTS OF ROUND 1- IDENTIFY PRIORITIES OF PARTICIPANTS (Each participant could list their top three to five priorities)

Programs

---------------------------------------------------------------------------------------------------------------

----------------------------------------------------------------------------------------------------------------

develop catalogue for sale of
reproduction of collection items:
photos, prints maps

expand online programs

................................................................................................................

develop family and children/youth
programs (full time and seasonal):
in person and online. {baseline
programs, house tours, gardens.)
(historical sites, for walking/biking

llllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllll

--------------------------------------------------------------------------------------------------------------

lllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllll

networking with other museums
and historical societies regarding
programs

-------------------------------------------------------------------------------------------------------------

Involve Native Americans in
exhibits; link to Native Am websites

develop innovative programs to
acquaint residents and visitors with
history: house, garden tours, audio

tours for walking/biking. ~—~Jf

research & publications

Operational & Facility

timely maintenance of facility

llllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllll

llllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllll

create IT technology plan- who
does what, who runs, what it does

e T T L L Ty e e EE R R R PR R e P R R P PR T

overall policies and procedures;
organizational structure and
improvement

improve overall storage, employee
workspace

artwork storage (physical)

e T L IR L Ll L L L L T T T N T e e e e e T L P P e

Customer/Public/Audience

engaging community &
membership thru progams &

Employees/ Volunteers

Sustain volunteer interaction and
commitment

Financial

Fiscal sustainability re growth and
need

exhibts

upgrade website: content and
technical

website function as exhibit space;
interactive archive

organize recruitment and
organization of volunteer workforce

succession plan

..............................................................................................................................

---------------------------------------------------------------------------------------------------------------------------------------------------------------------------

Introductory letter to new Board
members; Board orientation book;
list of Board members and contact
information

lllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllll

Reward donors and volunteers

Need volunteer leader; ?? Part-time
or honorarium?

Bumper sticker/something for car.

simplify/integrate accounting for
museum shop

enhance fundraising: all kinds

to develop and innovate fundraising
opportunities

-----------------------------------------------------------------------------------------------------------

..........................................................................................................................................

.................................................................................................................
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EXHIBIT C

RESULTS OF ROUND 2 - IDENTIFY THE TOP PRIORITIES BY CATEGORY (Each participant gets 3 votes per ategory)

/ %
5

{" Programs/Audience ,;

.................. R —————————————————————— T} TR E PRI TEEELEEEEEELL LR LR L LR L L L L LE L bt bttt Essss sEsss EEEEL S8

idigital archive of collection and
iartwork; resource for visitors and
jresearch; interactive online archive.

research; interactive online archive.| ;o jimprovement =~ ] 18 Jvolunteerleader. 1 19
f
. i § Introductory letter to new Board
ipermanent and temporary exhibits , _ o _ i il |
(websit hibit space) hire part-time administrator {paid) members; Board orientation book; list of
!We SHIEHES vl g e 5 4 Board members and contact information 11

improve overall storage, employee

workspace; artwork storage succession plan
I 4 |physical) __ ST I
!develop catalogue for sale of _
| . i upgrade website: content and
.reproduction of collection items: _
| _ technical
photos, prints maps 4
I -
expanding in-person programs _ _ .
1. P .g p : P timely maintenance of facility
.(innovative, digital, :

: create IT technology plan- who does

expand museum store operation _

what, who runs, what it does

2

research & publications

networking with other museums

iand historical societies regarding

BN E N EE EEF =E& =N BE BN B g |

R ———————ere T T T LT PR T TR PR R LT L L L e LR LR LR L L L eI b Ll it ettt bl (| bl b

e T e e L L L e B R e b

%
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.. Operational & Facility  / Employees/Volunteer

Recruit, organize, Sustain (appreciate)
volunteer interaction and commitment.
(Board members are volunteers) Need

overall policies and procedures;
organizational structure and

EXHIBIT C TO STRAT PLAN REPORT.xlsx
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. Kinancial

Fiscal sustainability thru fundraising
and grants

19 hssssmssasnan Tl LI L LI T

simplify/integrate accounting for
museum shop

-------------------------------------------------------------------------------------------------------------

------------------------------------------------------------------------------------------------------------
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EXHIBITD

Vote,

RESULTS OF ROUND 3 - IDENTIEY THE TOP PRIORITIES FOR THE ORGANIZATION. (Each participant gets 3 votes)

Programs/Audience

v
5
B

Operatlonal & Facnlltx

2
5
.

ployees/\lolu nteer

%
5
-

Financial

digital archive of collection and

artwork; résource for visitors and

research mteractwe anlme

overall pohcies and pmcedu res;
orga mzatianal structu re and
im provement

Recrmt urganize, Sustam (a ppremate)

volunteer interaction and cammntment ..
(Board members are volunteers) Nee d

vo|unteer leader

Fiscal sustalnabtllty thru |
fundralsmg and grants

5 |archive. 6 4 8
i Introductory letter to new Board . i, . i ;
ermanent and temporary exhibits simplify/integrate accounting for
v bei hibi d ¥ hire part-time administrator (paid) members; Board orientation book; list of pitly/ N & 5
(We Slte AaEai it Space) y) 1 Board members and contact information 0 Lol LU Op
improve overall storage, employee
expand online programs workspace; artwork storage succession plan
1 |{physical) 0
develop catalogue for sale of _
P _ 5 _— upgrade website: content and
reproduction of collection items: _
: technical

photos, prints maps 4

expanding in-person programs _ _ »

_ P .g p e timely maintenance of facility
: (innovative, digital, "

. create IT technology plan- who
expand museum store operation _
does what, who runs, what it does

1 2

research & publications
1

networking with other museums

and historical societies regarding
0

programs
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