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About CDC’s Healthy Communities Program

In October 2003, as part of the U.S. Department of Health and Human Services’ Steps to a HealthierUS initia-
tive (Steps), the CDC began funding communities nationwide through 5-year cooperative agreements, with
YMCA of the USA (Y-USA) as a national partner. Building on successes and lessons learned from Steps, CDC
broadened its investment in communities through the creation of CDC’s Healthy Communities Program in
January 20009.

To date, more than 300 communities nationwide have been selected by CDC to implement policy, systems,
and environmental change (PSE) strategies. CDC's Healthy Communities Program works with these com-
munities, as well as with state and local health departments and national partners, to help create a culture of
healthy living while building national networks for sustainable change.

+ Through the Strategic Alliance for Health (SAH), CDC'’s Healthy Communities Program is able to partner

directly with states and communities.

« Through Action Communities for Health, Innovation, and Environmental Change (ACHIEVE) and

Pioneering Healthy Communities (PHC), CDC'’s Healthy Communities Program works with a host of
national organizational partners, including the National Association of Chronic Disease Directors
(NACDD), National Association of County and City Health Officials (NACCHO), National Recreation and
Park Association (NRPA), Society for Public Health Education (SOPHE), and Y-USA.

Key program elements include:

Mobilizing national networks to provide technical support and training to communities.

Providing funding to develop policy strategies.

Connecting leaders and providing training on how to undertake effective policy strategies.
Disseminating effective strategies and tools to build the capacity of partners and communities.
Monitoring and evaluating strategies and integrating new practical approaches into the Healthy Com-
munities scope of work.

Through these efforts, CDC's Healthy Communities Program and its partners aim to take the following com-
munity-level actions:

Engage community members in healthful activities where they live, work, worship, play, and learn.
Analyze local health issues to take effective action.

Shape policies and sustainable environments that promote and sustain health and quality of life.
Create sustainable, community-based improvements that address the root causes of chronic diseases
and related risk factors.

Learn from past efforts and look ahead to meet future health challenges.
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About the Sustainability Planning Guide

Improving the health and well-being of a community is no simple task for a coalition. It takes long-term policy
strategies for sustaining change in systems and environments. And it takes the necessary community and or-
ganizational infrastructure for carrying out those strategies. In short, a coalition needs a comprehensive plan
for sustaining its public health efforts, one that can help it manage internal and external challenges.

The Sustainability Planning Guide is a synthesis of science- and practice-based evidence designed to help
coalitions, public health professionals, and other community stakeholders develop, implement, and evaluate a
successful sustainability plan. The Guide provides a process for sustaining policy strategies and related activi-
ties, introduces various approaches to sustainability, and demonstrates sustainability planning in action with
real-life examples.

The sustainability approaches described in this guide were developed with the help of an advisory panel
that included experts on sustainability planning and approaches (listed on pages 2-4). Specific contributions
include the following:

+ Y-USA drew on multiple research streams and community surveys to determine sustainability needs as
well as gather sustainability stories from the field.

+ The Center for Civic Partnerships (CCP) contributed a version of its 10-step process for guiding commu-
nities through sustainability planning. These steps, including tools and resources, are based on CCP’s
nearly 10 years of sustainability training throughout the country.

« The Prevention Institute synthesized research and practice into a process for developing local policy,
which can help practitioners and decision makers achieve long-term improvements and comprehen-
sive, sustainable change.
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Introduction

Today, more than ever, community leaders understand that improving the health and well-being of individuals
and families means changing health-related behaviors—and that means addressing factors that influence
those behaviors. In light of changing funding opportunities and increased competition for resources, com-
munities need to ensure that they maintain the capacity to work in partnership to identify and address public
health challenges, and that their resulting health initiatives can have lasting—that is, sustainable—impact.

Sustainability is not just about funding. It's about creating and building momentum to maintain community-
wide change by organizing and maximizing community assets and resources. It means institutionalizing poli-
cies and practices within communities and organizations. From the outset, sustainability requires an approach
that emphasizes the development of a network of community practitioners who understand and can lead a
Healthy Communities Movement. It also means involving a multiplicity of stakeholders who can develop long-
term buy-in and support throughout the community for your coalition’s efforts. These elements are crucial to
ensuring lasting change and making a difference in people’s lives.

What is the Healthy Communities Movement?

The Healthy Communities Movement is a growing global effort to improve the health and well-being of
individuals and families, primarily through policies that sustain positive, lasting changes to local, state, and na-
tional systems and environments. In the United States, this movement is made up of thousands of multi-sector
community collaborations working to develop policies where people live, work, learn, play, and worship. In
addition to the CDC, the movement includes hospitals and health systems; state and local health depart-
ments; community-based, faith-based, and philanthropic organizations; schools and universities; businesses;
media organizations; national policy-focused organizations; and civic and social networks.
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What is Sustainability?

The Guide’s working definition of sustainability is: A community’s ongoing capacity and resolve to work together
to establish, advance, and maintain effective strategies that continuously improve health and quality of life for all.

Sustainability is not just about achieving public health goals; it also relates to concepts such as social justice
and socioeconomics. But to keep public health sustainability tasks clear, doable, and supported by commit-
ted partners, we encourage coalitions, organizations, and communities to focus their issues, strategies, goals,
and resources on policies that aim to improve health and well-being. They should consider linking with local

groups working outside public health (e.g., transportation departments, parks and recreation departments)
whose efforts complement their own.
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Who Should Use This Guide, and Why?

For simplicity’s sake, we will be referring primarily to your coalition—a collection of individuals and organiza-
tions working together to achieve specifics goals. But the Guide is for everyone working to create sustainable,
healthy communities. This audience includes, but is not limited to: community leaders; coalition members;
national, regional, and local health organizations; state and local health departments; businesses; and non-
profits.

The Guide can help your coalition:

+ Develop a hopeful, yet realistic, vision of a healthier community.

+ Identify common issues, and organize local resources accordingly.

« Connect people and organizations with one another.

« Anticipate and better prepare for changes in your coalition, organization, or community.

+ Define what sustainability means to your effort, and what parts of it should be sustained.

« Proactively develop milestones to gauge the effectiveness of your coalition, organization, or commu-
nity effort.

- Clarify policy strategies and activities in a formal action plan.

+ Develop a sustainability plan to explain how these efforts will be maintained in the long run.

« Establish evaluation practices for determining the effectiveness of your coalition’s organizational and
policy strategies.

Why is it important for coalitions to develop a sustainability plan for their work?

Developing a plan is a critical part of the sustainability process. A plan can help your coalition:
« Obtain input and buy-in from coalition members and key external decision-makers.
« Define critical long- and short-term policy strategies.
« Create an organizational plan to attract and make the best use of human, financial, and in-kind re-
sources for achieving these strategies.
« Document and organize the information you've collected: evaluation findings, lists of strategies and
activities, criteria grids, effort justification sheets, budgets, and more.

Your coalition may have already begun the process of ensuring sustainability by effectively engaging partners,
by structuring your coalition, and by promoting needed policy strategies. The process of creating a sustain-
ability plan compels coalition members to define their work, and their level of commitment to it. As a result,
they are able to create a vision for the coalition’s future as well as a plan for fulfilling that vision. Developing
and implementing a sustainability plan takes significant time and resources, no matter when you begin the
process. However, it's almost always more cost effective to maintain a worthwhile strategy than to let it end
and try to recreate it later.
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What Are Some Core Elements for Sustainability Planning Success?

In order for sustainability to become a reality, coalitions need:
+ Buy-in and support from key decision-makers as well as community volunteers.
« Sufficient leadership, funding, and channels of communications.
+ Procedures in place to monitor policy (e.g., city ordinances) results through enforcement and compli-
ance, and to modify strategies accordingly.

Coalitions will also need to:
« Create along-term plan for ensuring the viability of the coalition or initiative.
« Develop a diverse funding portfolio, collaborative leadership, and marketing/branding strategies.
+ Ensure that all community stakeholders are ready to respond to a changing environment.

How to Use This Guide

We've tried to make this document an easy-to-use blueprint for sustaining your efforts and promising policy
strategies in your community. In it you'll find examples from multiple community settings (e.g., schools, work
sites, local organizations, health care) as well as helpful tools, activities, and other resources. If your coalition is
just beginning this process, consider proceeding through the guide step-by-step. Otherwise, find the section
that best fits your coalition’s needs.
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Legend

ICON Usage

Boxes marked with this light-bulb icon present tips, ideas, and additional information on
implementing action steps and may also provide Web links to helpful resources.

Boxes marked with this icon describe action steps in the Healthy City Carrolton (HCC)
Coalition example. They are intended to help your coalition execute its own action steps.
(Note: HCC is based on a composite of several actual funded Healthy Communities.)

Boxes marked with this spotlight icon describe sustainability stories from the field and
can offer suggestions for overcoming sustainability challenges.

&
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SECTION 1
SUSTAINING COALITION EFFORTS

To flourish in the long run, your coalition needs to be able to adapt to changes in public health (e.g., needs
and priorities, funding, leadership) and the economy. At the same time, it needs to be able to effectively moni-
tor the results of the policies it implements, and to modify those strategies accordingly. This is particularly true
if your coalition wants to serve as a leader for a broader Healthy Communities Movement.

To help sustain and make the best use of resources (e.g., funding, partners), a coalition can develop a com-
prehensive planning process that aligns and coordinates a variety of chronic disease policy strategies and
resources, including those that address health equity issues. For example, much of CDC’s Healthy Communi-
ties Program funding (for communities and partners) focuses on tobacco, physical activity, and nutrition. In
the long run, however, your coalition might position its efforts to expand its scope of operations and funding
efforts to address other chronic disease risk factors such as arthritis, diabetes, and injury. The coalition also
should include efforts to address health disparities in its overall sustainability plan.

Coalitions can increase its long-term changes for success by creating a sustainability plan. Such a plan can en-
able it to diversify or expand the scope of its policy strategy goals, funding, and membership. In general, this
broader plan will require a review and possible expansion of mission and vision statements, organizational
structure, policy-strategy goals, objectives, activities, resource development, and timeline for completion. It
can also require making connections with more community leaders and partners, if that has not happened
already.

In this section, you will learn how your coalition or planning group can develop its own sustainability plan.
This process is presented in 10 sequential steps, though you can use the information to best fit your coalition’s
needs. You'll also find an in-depth example of how one local coalition, Healthy Carrolton City (HCC), used these
steps to craft its sustainability plan.

These 10 steps integrate the issue of “how to build capacity for operational purposes” with the goal of “how to
prioritize and implement policies.” In practice, the sustainability planning group should also focus on organi-
zational (strategic planning) issues and pass along critical policy strategy recommendations to the coalition
for implementation. Parts of or the entire 10 steps can be applied to determining how the community and the
coalition can be organized to successfully carry out priority strategies in the long run.
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STEP 1—CREATE A SHARED UNDERSTANDING OF SUSTAINABILITY

Creating a shared understanding of what sustainability means to your coali- w These 10 steps

tion and other key community stakeholders will make planning for sustain- to sustainability

are based on the full
version of the Center for

ability easier (Friedman & Wicklund, 2006). Think about it as part of your core

efforts, if you haven't already. Successful long-term planning also depends on
Civic Partneship’s Sustain-

ability Toolkit.

having a clear picture of a long-term mission and vision that includes aspects
of your coalition’s structure or policy strategies that should be maintained or
improved (Lasker & Weiss, 2003). Consider expanding your definition around Center for Civic Partner-
sustainability to include the efforts of like-minded partners and organiza- ships (2010). Sustain-
tions; it may be work that they are already doing. However coalition members | gpjjity Toolkit: 10 Steps to
decide to proceed, consider the following suggestions:

- Determine what type of organization will best suit the needs of the
coalition for the long run (For more information see Module 3. “Estab-
lishing a Home for Healthy Communities Work” on page 71). Organize
your coalition structure and communication strategies to help achieve
your objectives.

+ Be clear about what sustainability means in the context of coalition
policy strategies and activities.

+ Agree (earlier rather than later) that planning for sustainability is
valuable. tainability toolkit.htm.

Maintaining Your Com-
munity Improvements,
2nd edition. Sacramento,
CA: Public Health Insti-
tute. For more informa-
tion, please visit: www.
civicpartnerships.org/

docs/publications/sus-

+ Include multiple community stakeholders in the sustainability
planning process.

ﬁ Healthy Carrolton City (HCC) is a coalition of community-based partnerships that serves all of Car-
rolton City. HCC's goal was to create a healthier Carrolton by supporting and developing policy strategies
for sustaining change in systems and environments through a network of volunteers and partnerships that
promote healthy lifestyles. HCC policy strategies and activities, which include increasing physical activity,
improving nutrition, and eliminating exposure to tobacco use, focus on four sectors—community, school,
health care, and work site. In 2004, HCC was funded through a 5-year cooperative agreement. In early 2007,
HCC members discussed the importance of sustaining their work and creating a future vision to ensure con-
tinuation of their policy strategies and related activities. They began an initiative with the primary the main
goal of creating a sustainability plan over a 6-month period. The plan would incorporate multiple partners’
perspectives and levels of commitment for shared policy goals. The HCC Sustainability Planning Team was
formed to oversee planning and implementation of the sustainability plan.



http://www.civicpartnerships.org/docs/publications/sustainability_toolkit.htm
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ﬁ STEP 1: Healthy Carrolton City (HCC) Creates a Shared Understanding of Sustainability

From August 2007 to January 2008, the members of Healthy Carrolton City (HCC) participated in the coali-
tion’s sustainability initiative. They began the sustainability process by discussing the meaning of sustainability
and how that applied to HCC's mission and vision (see below). They agreed on a definition of sustainability
that was broad enough to include other organizations’ related missions and visions, but still focused on ac-
complishing their policy strategies: A community’s ongoing capacity and resolve to work together

to establish, advance, and maintain effective strategies that continuously improve health and quality

of life for all.

Healthy Carrolton City (HCC) Mission
“Healthy Carrolton City (HCC) is dedicated to promoting a healthy lifestyle for all city residents by
reducing health disparities, increasing physical activity, improving nutrition, and eliminating tobacco
use and exposure.”

Healthy Carrolton City (HCC) Vision
“A community network, built through collaboration and partnership, that works to improve the health
of those who live, work, and play in this city.”
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STEP 2—CREATE A PLAN TO WORK THROUGH THE PROCESS

After establishing what sustainability means, you can begin developing a coalition sustainability plan. With any
planning effort, thinking through the details of the process before you begin is critical. One of the first ques-
tions might be, “Who do | need to carry out the plan?”

Coordinator: The process coordinator helps to ensure that the sustainability planning timeline is realistic and
appropriate, appropriate people are involved and engaged in the process, meetings occur as planned, internal
and external communications are effective, and action steps are implemented.

Facilitator: If financially feasible, consider contracting with an outside resource to help facilitate some planning
meetings. Some points in this process (e.g., Steps 6 and 8) require difficult decisions, such as de-prioritizing

a policy strategy that someone in the planning group values, reducing staffing levels, or working through a
tough political situation. Using an outside (and potentially more objective) facilitator may help reduce conflict
and ensure that everyone has the opportunity to participate.

Planning Team: Forming a separate planning team focused
on sustainability allows the coalition to focus on policy For more information on

strategies already underway for sustaining change in sys- . L.
_ _ o facilitator training resources:
tems and environments, as well as capacity-building efforts

that the coalition is trying to continue (Kansas University + www.extension.umn.edu/distribu-
tion/citizenship/DH7437.html

- www.coalitionswork.com/docu-
ments/chair _or facilitator quide.pdf
- www.financeproject.org/special/en-

gage/sti.cfm

Work Group, 2010). This team should be responsible for

discussing relevant issues, making decisions, and ultimately

implementing the sustainability plan. While the size of this

team is whatever best suits your coalition, remember that
demands for internal communication and staff support

increase as the number of people involved in the planning
process increases. To ensure that your effort is valued in the
community, consider inviting (or solicit input from) key external representatives from:

«  Community officials (e.g., from city hall or the local transportation authority)

» Businesses or corporations

+ Nonprofit organizations or foundations

« Other groups (e.g., faith-based, recreation, neighborhood homeowner associations)

+ Local, regional, and state policy-making groups

Which internal stakeholders are involved—and how you involve them—is up to you, as long as they meet the
needs of your coalition’s planning effort and overall strategic goals. They might include:

« Executive or steering committee members

+ Coalition coordinators and project managers

« Staff and volunteers



http://www.extension.umn.edu/distribution/citizenship/DH7437.html
http://www.extension.umn.edu/distribution/citizenship/DH7437.html
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file:///C:\Documents%20and%20Settings\fpl8\Local%20Settings\Temporary%20Internet%20Files\Content.Outlook\DU7XLNF6\www.coalitionswork.com\documents\chair_or_facilitator_guide.pdf
http://www.financeproject.org/special/engage/sti.cfm
http://www.financeproject.org/special/engage/sti.cfm
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Individuals selected to serve on the sustainability planning group should be engaged and committed with
respect to coalition sustainability goals. They also should be comfortable with the idea that sustainability plan-
ning will be a long-term process. Remember to maintain ongoing communication with coalition members
outside the sustainability planning team to keep them informed and engaged, appropriate to their position
and level of interest. This can be key to developing long-term buy-in and support for your efforts.

!‘.. Pioneering Healthy Communities (PHC) Itasca County, Minnesota, Builds a Solid
Coalition Infrastructure to Promote Effectiveness

Our structure has enabled us to remain intact and engaged over many years. A 10-person leadership team (led
by co-chairs) meets quarterly to plan and provide direction for our efforts. Each leader signs a commitment letter
annually to ensure continued interest and participation. Our sub-groups are each led by a co-chair and meet
monthly, or as needed. Within these groups, we create action-oriented task forces to work on specific strategies,
then disband once we complete them. Our community health coordinator is a valued member of our groups.

We feel that we engage the right people in our community but are always looking for opportunities to strengthen
the group. We recognize that our team members’ participation fluctuates. We expect people to remain involved
but respect their time and schedules. We don’t meet just to meet; we also keep informed and up-to-date by phone,
e-mail, and other means. One member, a state senator, is out of town quite a bit yet remains active and informed
when he can’t attend meetings. We don't expect every member to be equally involved in every project. To put it
simply, we try to use our human resources wisely. We understand our team members’ interests, skills, and other
commitments and expect them to participate in activities where they have interest and can be most effective. We
try to make their involvement fun; we recognize and show appreciation for their efforts. As a group, we welcome
change and growth.

--Grant Frashier, Itasca County, MN—Pioneering Healthy Communities

How Long Will It Take? It's a good idea to start the sustainability planning process as soon as possible.
Identifying and agreeing on a process, including a timetable is very important. When developing your time-
line, consider the size and technological capacity (e.g., e-mail, Web access, use of social media) of your group.
Try to ensure that each member’s role in the group properly reflects his or her skills, interests, and resources.
And decide when in-person meetings are essential and when virtual meetings can be used instead.
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ﬁ STEP 2: Healthy Carrolton City (HCC) Creates a Plan to Work Through the
Sustainability Process

A sustainability planning team—members included two HCC co-chairpersons, three staff members from the
Carrolton Board of Health’s Office of Chronic Disease Prevention (ODCP), and four HCC committee represen-
tatives—was formed to oversee planning and implementation of the sustainability plan. Two of the ODCP
staff members were tasked with planning six meetings, with input from the other planning team members.
Planning meetings were open to other HCC committee members and ranged from 15-20 people, including
members and ODCP staff.

An outside consultant was hired to facilitate the meetings. (Planning team members helped facilitate various
sections of each meeting). The consultant provided expert guidance on planning for selected strategies and

also served as an impartial sounding board for HCC members.

The team developed this timeline for completing the HCC sustainability plan:

Month Proposed Benchmark

August « Define what sustainability means to HCC
members collectively.

+ Develop a sustainability planning timeline
and a structure for running meetings.

September - Clarify goals and context related to sustaining
policy efforts.

October + Review and prioritize policy strategies.

November « Select policy strategies.

December « Create an action plan for sustaining each

policy strategy.

January « Synthesize all components into a formal
sustainability plan.
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Each monthly meeting consisted of presentations as well as a variety of small and large group activities
designed to elicit input from participants on that month’s proposed benchmark. Each meeting had several
recurring elements, including the following:

1. Agenda, objectives, worksheets, copies of the presentation (if applicable), and the minutes and narrative
summary from the previous meeting were provided for participants. The narrative summary, which ex-
plained how that month’s benchmark had been met, helped keep participants up to date on the sustainability
process, especially if they had missed the previous meeting.

2. Each meeting began with a discussion about the proposed timeline, reviewing what had been accom-
plished and by whom, and reviewing what tasks remained.

3. Ground rules for meeting participation were reviewed.
+ Noideais wrong.
+ Everyone has the same goals.
» O.K.to disagree.
» Be succinct.
« Step in and step out.
» Beagood listener.
+ Speak one at a time, loudly, and clearly.
+ Be honest.
« Be respective of break times.
+ Refrain from side conversations.

4.The planning team'’s sustainability goals and proposed benchmarks were posted prominently at each
meeting, so participants could refer to them if a question arose about whether an item fit within their
future vision.

5. Aflip chart was available at each meeting. If a topic was brought up that was of value but not in line
with the day’s discussion, the item was recorded in the flip chart and later reviewed at a HCC executive
committee meeting.

6. Each meeting ended with a check-in, a time for participants to speak candidly about the sustainability
plan. In addition, participants were asked to complete an evaluation worksheet (see Activity A in the
Appendix on page 87). This feedback helped shape upcoming meetings.
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STEP 3—POSITION COALITION EFFORTS TO INCREASE THE ODDS OF SUSTAINABILITY

Start by identifying what your coalition is already doing to plan for sustainability; some of these strategies
might already be in your coalition’s community action plan (CAP).

Think about current and future goals and factors such as infrastructure, operational practices, and financial re-
sources needed to support those goals. (For a full list of other factors to consider, see Activity B in the Appen-
dix on page 88). Assess partner relationships that support coalition efforts and identify those you may want to
develop. For coalitions just beginning their plan, ask members, external stakeholders, local groups, and com-
munity members to fill out a connection map—a catalog of existing and potential community connections.
(See the HCC example on page 21). When looking for support and resources (e.g., funding, in-kind support,
people) to help achieve and sustain organizational or policy goals, consider using all or some of the assets and
connections available. Then review the maps with appropriate individuals to find any potential sustainability
connections; they may be willing to make the initial contact for you. (Be sure you get prior approval to use
any newly established connections). If you're not sure what a new organization can bring to the table, find the
right people from that organization and interview them to determine their interests and potential resources.
Another way to use the maps is to identify gaps among particular groups in the community. On page 21 is a
sample connections map from Healthy Carrolton City (HCC) that focuses primarily on policies related to the
community and schools.
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7& STEP 3: Healthy Carrolton City (HCC) Positions Their Effort to Increase the

Odds of Sustainability

In developing a sustainability picture for their work, HCC sustainability planning team members talked about

the current level of community support for specific policy strategies, changes/improvements that had been
made, and those that were needed. The team also addressed the composition of HCC membership, discussing
various relationships with stakeholders, partners, the city Board of Health, and similar organizations/coali-

tions working to reduce rates of chronic disease. Working in small groups, planning meeting participants were
asked to develop a visual interpretation of these relationships. Participants discussed how they could build
upon their successes and make changes to enhance future policy goals and efforts.

Corporate/Business

Chamber of Commerce: Provides
access to work sites and is influen-
tial with policymakers. May also
provide source for business and
marketing skills.

Colleges/Universities

State University: Has training
expertise on best practices. May
assist with funding or leading
evaluation efforts.

Other Community
Initiatives

Local Y-USA: Potential funder,
provides leadership skills, may
provide advocacy guidance.

Key Individuals

Larry Smith: President of local
medical association. Influential,
potential for expertise and in-kind
services. Could serve as media
spokesperson.

Professional
Associations

Local Y-USA: Potential funder
provides leadership and planning
skills and may provide advocacy
guidance.

Government
(Local, State, Federal)

Local municipal planning board:
Able to influence built-environ-
ment policies and has access

to experts.

School Boards/PTA

Local PTA: Many members well
connected with school board. Ac-
cess to other school professionals
and decision makers.

Arts and Culture

Local Arts Planning Group: Could
assist with strategies for communi-
cating messages, including writing
and graphic design.

Civic Organizations/
Associations

Kiwanis Club: Has connections
with key decision-makers and

is potential source of funding;
members might provide in-kind
resources.

Foundations (Local, State,
National, Corporate)

Local foundation: Potential source
of funding or training on how to
obtain funding. Could potentially
serve as fiscal agent.

Faith/Personal/Ethnic
Organizations

Local municipal planning board:
Able to influence built environ-
ment policies. Access to experts.

Other

Community Members: Could assist
with coalition leg work. Could

also carry out leadership or
facilitator roles.
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STEP 4—LOOK AT THE CURRENT PICTURE AND PENDING ITEMS
You can start by listing all of your coalition’s efforts. Then list pending items/up- w For more informa

coming events (e.g., pending funding, policy changes, new initiatives) that can tion on why coali-
impact continuation of those efforts. Work with members outside the planning | tions and partnerships are
team to ensure that you've included all pending items. It might also be help- important or sustainabil-
ful to list other community efforts that could complement or duplicate your ity, see Module 2, “Coali-
coalition strategies and activities. Finally, if you haven't already, discuss how all | tions and Partnerships,”in
these factors influence the current organizational structure and the potential Sustainability Approaches

for achieving future policy strategies, goals, objectives, or activities. This analy- | Modules on page 65.

sis can help your coalition leverage funding and partnerships—which, in turn,

positively impacts sustainability success.
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ﬁSTEP 4: Healthy Carrolton City (HCC) Looks at the Current Picture and Pending Items

The sustainability planning team created a list of its policy strategies and activities, and reported on the rela-
tionships with stakeholders and partners listed in the last planning meeting. Meeting participants emphasized
the need to continue developing partnerships with community leaders who care enough and do enough to
support HCC policy efforts. The team listed existing strategies, activities, specific measures, dates, partners,
status, barriers/facilitators, and reach for each of these efforts. A few HCC policy strategies and activities are
listed here. A full picture and pending items list can be found in Activity C in the Appendix on page 90.

HCC Policy Strategies Activity

Implement environmental- |+ Build traffic-calming measures (e.g., traffic circles) to increase pedestrian

change strategies that safety and encourage walking.

« Develop walking guides and maps to illustrate points of interest within
walking distance of downtown (less than 15 minutes away).

« Develop policies that support bicycle use (e.g., identify commercial and

promote physical activity
and safety in the built

environment. public spaces where new bike lanes and racks can be placed).
Modify and enhance + Develop a vending machine policy that supports healthful snack and
work site wellness and beverage choices.

» Develop a“healthy meeting” policy that supports healthful foods and
beverage choices during all work-related meetings.

« Develop “take the stairs” campaigns that include point-of-decision prompts
and signs near elevators that highlight the benefits of stairway use.

vending machine policies.

Partner with the county Create policies whereby community gardens and farmers markets
and local organizations to distribute a percentage of their produce to local food banks on a

develop a community food regular basis.

distribution policy.

Facilitate the use of food - Discuss and implement a Food Stamp Program (Electronic Benefit
stamps at farmers markets. Transfer (EBT) program) with city officials and local farmers markets.

Create a policy restricting « Define wellness policy options and nutrition standards based on research
sales of unhealthful compet- | and model policies.
+ Reach agreement that the policy will align with statewide nutrition stan-
dards adopted for food served outside of the federal school meals programs.
« Develop components of a draft policy.
+ Provide policy-education sessions with decision-makers and
community members.

itive foods and beverages
sold on school campuses.
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STEP 5—DEVELOP CRITERIA TO HELP DETERMINE WHICH EFFORTS TO CONTINUE
Focus on Money or Effort?

These important issues are linked. Most groups begin to work on sustainability because a funding source is
ending. They often focus so much on replacing that funding, they don’t question whether or not the policy
strategy is worth sustaining (St. Leger, 2005). What is its value? Does it have community buy-in and support?
Do leaders see its outcome as important? Conversely, have effective policy strategies been successfully imple-
mented and no longer need your group’s attention? Or do existing strategies need monitoring or enforcing? In
addition, are there funders who will support your objectives? Do you have a case statement to promote your
efforts? Asking these questions before beginning sustainability discussions can help lead to informed choices
about whether a policy strategy and activity should be continued and, if so, in what form.

When developing these criteria, consider your coalition’s mission and vision, how the group is structured and
supported, as well as the long-term goal of each of your policy efforts. The Sustainability Planning Team should
agree on criteria that will help determine the value-added benefit of each effort, and select those for which
data are available.

Potential criteria include: available resources (financial, organizational, human), level of community support,
evidence of strategy effectiveness, and whether a need still exists for the effort in question. (See Step 5 in the
HCC example on page 25). Determine whether any of these criteria are relevant to your coalition’s situation. To
make the rating process easier, consider selecting only 3-5 of the most important criteria. (For more detailed
instructions on how to use criteria to prioritize activities, see the Activity D Criteria Grid in the Appendix on

page 93).

Itis also important to ensure a direct relationship between

coalition goals and the supporting objectives and activities. w For SMART objective defini-
Objectives should be SMART (Specific, Measurable, Achievable, tions and examples, see Example 1 in
Relevant, and Time-bound). Coalitions should view objectives as the Appendix on pages 96-97. For a
short- or long-term strategies. For example, a coalition can fund full evaluation guide on writing SMART
a strategy as part of a demonstration project (short-term) to Objectives, visit: www.cdc.gov/dhdsp/
successfully make the case for a future policy goal (long-term). programs/nhdsp program/evalua-

Or, you may fund the development of three community gardens tion guides/docs/smart objectives.

in underserved areas, but ultimately want to create a policy pdf.

distributing garden produce to local food banks in the area on a
regular basis.
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ﬁ’ STEP 5: Healthy Carrolton City (HCC) Develops Criteria to Help Determine Which
Efforts to Continue

Participants were instructed to develop criteria so they could prioritize existing strategies. Participants were
divided into small groups (4-5 people), with the facilitator asking questions to help them develop their crite-
ria. Sample questions include:
1. Does the policy involve a coordinated approach to chronic disease prevention?
2. Isthe policy applicable to one or more settings? Is it transferrable to other settings, sectors, or
jurisdictions?
3. Does the policy seek to identify and leverage traditional and nontraditional partnerships in new
or innovative ways?

Participants decided on the following criteria for choosing their top policy strategies.

1. Policy Importance
« Does this help HCC and its partners achieve their policy goals and objectives?
« Does this target the reduction of health disparities?
« What is the evidence base and potential cost effectiveness?
« Whatis the reach and impact?

2. Feasibility- Of sustaining the policy strategies, given the possibility of fewer resources, including:
+ Limited funding,
+ Limited personnel, and/or
+ Limited interested by organization/coalition members, partners, or the community.

3. Evaluation
« Is there a strong base of support for the policy strategy?
+  Will we be able to determine whether or not the policy is enforced?
« What environmental and policy changes were achieved?
+ What milestones were achieved?
+  Were partners engaged across multiple fields and sectors?
« Were strategies targeted to the highest need/priority areas?
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Using Evaluation Data to Inform Your Criteria

You may be in the evaluation stage—determining whether the current coalition structure has served its
purpose or if specific policies have been properly implemented or enforced and what occurred as a result of
the policy. Evaluation results can help you adjust the current policy to ensure effectiveness—and make it a
more likely candidate for sustainability. For example, a tobacco-free parks policy passed last year is revamped
after a recent public comment period; the revised policy now includes increased funding for implementation
and increased punishment for violations.

Evaluation data can help your coalition: improve implementation over time; increase accountability to funders
(now and in the future); promote sustainability, and engage stakeholders. First you'll need to choose the best
way of gathering needed data—e.g., interviews, focus groups, surveys, site visits? Remember, some of the
evaluation data you use can come from other sources, such as, national and state surveys, and organizational
and historical data. Below are a few evaluation tips to keep in mind throughout the sustainability process.

+ Develop alogic model that shows how continuing strategies will help improve community outcomes.
For an example of a logic model, see Example 2 in the Appendix on page 98.

«+ Survey coalition members and other relevant decision-makers to determine if your current organiza-
tion is helping to make the most of community resources to achieve its goals.

«+ Instead of just counting numbers, explain an effort’s return on social investment. For example, show
how strategies might help save lives (Ralser, 2007). In a report by Trust for America’s Health (TFAH),
an investment of $10 per person per year in proven community-based strategies to increase physical
activity, improve nutrition, and prevent smoking and other tobacco use could save the country more
than $16 billion annually within 5 years (Braveman & Egerter, 2008).

+ Use short-term results to make the case for or support how this strategy will have long-term benefits.

+ Involve evaluators early in sustainability discussions to provide key data for decision making.

- If an effort is based on a similar activity evaluated elsewhere, those findings may help make the case
for your work and sharpen decisions about which activities to continue. Consider using CDC’s Commu-
nity Health Assessment and Group Evaluation (CHANGE) tool to gain a better picture of current coali-
tion activities. (For more information on the CHANGE tool, visit:
www.cdc.gov/healthycommunitiesprogram/tools/change/downloads.htm.)
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STEP 6—DECIDE WHAT TO CONTINUE AND PRIORITIZE

Here are some suggestions for working through this process. Think about using the criteria grid and decision-
making process detailed in Step 2. Post categories and efforts on separate places on a wall. Ask team members
to recommend an activity or strategy. If you agree, place it under the appropriate category; if not, set it aside.
Continue until you have discussed each item. Then return to set-aside items and decide whether to continue
each. Proceed until everyone agrees on all efforts. You may modify items that you decide to continue, but
discuss later. Review decisions to ensure that the group is comfortable. If people hesitate, you may need more
discussion. You may have missed key criteria, or some that you selected were over- or undervalued. If so,
return to Step 5; revise your criteria grid by changing the criteria or scale. If you decide to continue most or all
of what you have been doing, prioritize the list to ensure that you can reasonably sustain the strategies and
efforts that the group values the most.

What about Revised Strategies?

If your coalition has decided which strategies to keep, you should prioritize them—putting those most highly
valued first—and then identify key stakeholders to further evaluate the strategies and recommend changes,
if necessary. Once recommendations are offered and revisions are identified, develop an action plan to imple-
ment these changes. For more on action plans, see “Step 9—Implement the Sustainability Plan” on page 39.

What about Strategies That Are Not Continued?

Most likely, some strategies and activities will discontinued for several possible reasons. Some will have been
completed and won't need to be repeated anytime soon (e.g., policy forum). Other activities might still be in
their beginning stages, not having reached their stated strategy goals. Ending or de-prioritizing an activity can
be difficult, especially if people are passionate about it. (Having a skilled, neutral facilitator can be helpful in
this situation). Remember that ending a particular effort is not necessarily a bad thing, because resources can
now be leveraged in a way that is more likely to meet community needs. Relish any small successes that came
from the effort and note what has been learned from it. This will help guide future coalition efforts.

Whatever the reason for de-prioritizing a strategy, the coalition should take steps to formally close it out (e.g.,
completing an evaluation and final report). This way, there will be a record of relevant decisions and actions in
case the strategy is revisited by other organizations seeking to do similar work. (See Activity E in the Appendix
on page 94 to help with these sustainability decisions).

Is Our Form Following Function?

Consider whether or not the coalition is organized to most effectively engage community leaders and orga-
nizations and make the most of available resources to accomplish its goals. Ask yourself: Are there barriers or
bottlenecks that are negatively impacting coalition decisions or work? Does the coalition have adequate staff
support? Does the current structure help take advantage of emerging opportunities or new partnerships? Are
these efforts taking advantage of other groups in the community that are doing similar work?
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E‘n Activate Quad Cities Realigns Community Partnerships for Policy/Built-Environment
Goals

During its 3-year lifespan, Activate Quad Cities, a Pioneering Healthy Communities initiative for the Quad Cities
area in lllinois and lowa, has partnered with the Quad City Health Initiative (QCHI), which has been active in the
area for 10 years. Funded by two local health systems, QCHI focuses on data collection and various community-
based health programs. Activate Quad Cities has always focused on improving public health through policy,
systems, and environmental change strategies. These two approaches complemented each other but resulted in
limited duplication.

As Activate Quad Cities moved ahead to create sample policies to increase workplace wellness, implement Safe
Routes to Schools and school wellness policies, and organize communities around Complete Streets programs,
it demonstrated sustainable results. In the spring of 2010, a QCHI wellness workgroup officially adopted the
goals of Activate Quad Cities as its work plan to support policy strategies. From QCHI's perspective, this ap-
proach will create sustainable change that it can put its resources behind. For Activate Quad Cities, it creates
stronger community network support and sustains its current initiatives.

--Christy Filby, Activate Quad Cities
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ﬁ STEP 6: Healthy Carrolton City (HCC) Decides What to Continue and Prioritize
Breaking into small groups (4-5 people), participants discussed each strategy’s potential successes
and barriers, partnerships, evidence, and impact, and where they could best leverage existing
resources. Below is one example of HCC's prioritized strategies. For a full list, see Activity Cin the

of interest within
walking distance
of downtown (less
than 15 minutes
away).

Develop poli-
cies that support
bicycle use (e.g.,
identify commer-
cial and public
spaces where
new bike lanes
and racks can be
placed).

« The city has
entered into a con-
tract to purchase
bicycle racks for
city facilities, and
private property.

Appendix on page 89.
Strategy Activities Begin/End | Partners Status Barrier Reach
Dates
« Implement | - Build traffic- « Year 2 « City Commu- « One of the new « The bidding |« 60,000
environ- calming mea- (August nity Planning & eight traffic circles process has
mental sures (e.g., traffic 2009) Development was installed in been a chal-
change circles) to increase . Transportation the city and work lenge for this
strategies pedestrian safety Manager—City on the second one | project, thus
that pro- and encourage Public Works is about to start. requiring
mote physi- walking. Department The city’s Parks & the city to
cal activity |, Develop walking . Department of Recreation depart- | bid a second
and safety in uides and maos ment will complete | time for the
the built 9 P Transportation th iact by Aoril | install
ebullten- 1 o illustrate points € project by April | Instail.
vironment. 2011.
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STEP 7—CREATE OPTIONS FOR MAINTAINING PRIORITY EFFORTS

After deciding what strategies the coalition will prioritize, think creatively about resource development and
leveraging funding sources. Remember, continuing an effort does not necessarily mean continuing it in the
same way. There are many options for you to explore!

The sustainability planning team should understand the coalition’s current funding situation, including all
funding sources and their timeframes. Make sure team members are clear about which efforts they want to
maintain and in what form, without focusing solely on monetary aspects. Facilitate discussions that identify:

+ Major supporters,

«+ Potential supporters of your efforts,

- Potential gaps in funding, and

« Where to reallocate existing resources.

Strategies for Obtaining Financial Resources

Consider different financial strategies that best fit with your coalition

efforts. Think about striking a balance between the time and resources it
takes to secure new funding and to implement existing activities. Look For more information

within the community—coalition members, an organization’s board of on sustainability approaches,
directors, businesses, local foundations, public entities, and other com- see Modules 3-6, “Establishing
munity members—that may help obtain financial resources. Creating a a Home for Healthy Communi-
resource development committee, hiring fund development staff or an ties Work; Building Coalition

outside consultant, or engaging in marketing and public relations efforts | Members’Skills; and Commu-
also may be helpful. Generally, developing multiple strategies for continu- | hication and Social Marketing

ing an effort is beneficial (Marek, Mancini, & Brock, 2009). Consider sus- Strategies,”in Sustainability
tainability from many angles, such as developing and supporting policy Approaches Modules starting
strategies and having the capacity to develop and sustain community- onpage 71.

based coalitions or partnerships to prioritize and achieve policy goals.

Discussions from the decision-making process need to be translated into a case for support for an effort.
Evaluation findings gathered earlier will help you complete Activity F in the Appendix on page 95 and outline
why your coalition has decided to de-prioritize an effort, or asked other groups to continue it. When deciding
who may provide continuation funding for an effort, discuss who benefits from coalition success and how to
get them to help continue the effort. Involve these partners and collect data that demonstrate results.
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Creative Ways to Secure Funding

Here are a few examples to consider when looking for longer-term funding sources.

- Consider whether or not your current fiscal agent is able to manage funds from a variety of sources.

+ Request that coalition members add collaborative support costs into their funding proposals.

« Use fees to continue community improvements (DeJong & Davidson, 2000). For example, fees charged to
rent local park facilities can fund continuing after-school recreation activities.

+ Leverage existing funding sources with other local efforts. For example, ask school districts or city and
county governments to financially support efforts that fall within their own programs. Also, consider
partnering with the local parks and recreation department to monitor trail usage on a quarterly basis by
sharing positions and resources.

- Before approaching local funders, plan how to support them to create a win-win situation.

E‘.. Hamilton County Strategic Alliance for Health (SAH) Leverages Funding for a Win-Win

Hamilton County Strategic Alliance for Health (SAH) collaborates with a variety of partners for implementing
policy, systems, and environmental change strategies. In-kind support for the initiative has been obtained
from local municipalities, consultants, and agencies. A key partner is The University of Cincinnati (UC),
including students from UC’s College of Design, Art, Architecture and Planning (DAAP) who assist with GIS
mapping of community food resources, physical activity venues, and open spaces. Students are also de-
signing shelving and displays for fresh produce as part of the “healthy corner store” initiative.

This UC partnership helps communities obtain support and resources to help them succeed in this initia-
tive, while providing an opportunity for students to gain real-life experience in the field. Furthermore, grant
synergy has been created and has been extremely important to SAH’s success. Having additional funding
through the Healthy Kids, Healthy Communities grant from the Robert Wood Johnson Foundation (RWJF)
and CDC’s Communities Putting Prevention to Work (CPPW) has allowed these initiatives to expand in Ham-
ilton County. These grants have made it possible to garner additional technical assistance from national
organizations (e.g., RWJF, Prevention Institute) to promote policy, systems, and environmental change.
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Become a Nonprofit Organization?

A new coalition often does not have its own legal nonprofit status; a partner agency may act as the legal en-
tity/fiscal agent. Before deciding to become a 501(c)(3) organization, consider potential benefits and conse-
guences:

Potential Benefits
« Coalition becomes more independent—no longer under control of lead agency.
+ Coalition can decide which resources to seek and apply for funds directly.

Potential Consequences
« Coalition may compete for funding with its own member agencies.
« Time/money spent forming and managing a coalition may detract from its strategies (University of
Kansas Work Group, 2010b).

Many of these issues can be addressed with the proper planning and bylaws. However, it will be important to
ensure that critical partners support this strategy.

E.\. YMCA'’s Metro Fort Worth Seizes the Opportunity to Refocus and Reorganize Within a
New Community Home

We have a newly energized group that just met for the second time to strategically refocus our efforts regarding
childhood obesity and its related issues. The need to reorganize our FitFuture coalition in Fort Worth became
apparent when attendance at meetings became nearly non-existent. We recognized that we had become more
“‘event-focused” rather than visionary and strategic. Additionally, many organizations and partners were pursu-
ing similar grant opportunities on their own, instead of working together toward a common goal. The timing
was particularly crucial as the city of Fort Worth decided to eliminate its public health department and merge its
services with the health department in Tarrant County (TCPH). Fortunately, TCPH agreed to serve as the com-
munity home for the coalition, and its director (also a member of the local YMCA's board of directors) agreed to
serve as coach.

--Jean Carmichael, YMCA Metro Fort Worth
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7& STEP 7: Healthy Carrolton City (HCC) Creates Options for Maintaining
Priority Efforts

With their top three activities chosen, participants discussed current key stakeholders and resources in-
volved with the selected policy strategies. In addition, the group discussed de-prioritized strategies and
ways to close out and evaluate each one. Participants were divided into three groups, each of which was
assigned one of the three prioritized strategies. Group members considered three questions:

« What cash or in-kind resources are being used to operationalize this strategy?

« What are the projected costs or resources needed to sustain it?

« Which partners could take lead on current policy strategies?
The groups then brainstormed ideas for operationalizing the financial strategies suggested for each
policy strategy and activity. Below are a few examples. (For more information on financial strategies, read
“Identify Specific Tactics to be Used to Sustain the Effort” under “Sustaining the Work or Initiative,” at
http://ctb.ku.edu/en/dothework/tools tk content page 79.aspx.)
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Policy Strategy

Policy Activity

Suggested Financial Strategies

« Implement environ-
mental change strat-
egies that promote
physical activity and
safety in the built
environment.

« Build traffic-calming measures (e.g.,
traffic circles) to increase pedestrian
safety and encourage walking.

« Develop walking guides and maps
to illustrate points of interest within
walking distance of downtown (less
than 15 minutes away).

« Develop policies that support bicycle
use (e.g., identify commercial and
public spaces where new bike lanes
and racks can be placed).

« Share positions and resources
with County Community Planning
& Development Office.

+ Make a line item in an existing
budget.

« Share positions and resources
with County Public Works
Department.

+ Modify and enhance
work site wellness
and vending
machine policies.

« Develop a vending machine policy
that supports healthful snack and
beverage choices.

+ Develop a“healthy meeting” policy
that supports healthful foods and
beverage choices during all work-
related meetings.

« Develop “take the stairs” campaigns
that include point-of-decision
prompts/signs near elevators that

highlight the benefits of stairway use.

« Request in-kind support.

« Seek corporate sponsorships.

« Find free/low-cost personnel
resources (e.g., volunteers, interns,
shared positions).

+ Partner with the
county and local
organizations to de-
velop a community
food distribution

policy.

+ Create policies whereby community
gardens and farmers markets distrib-
ute a percentage of their produce to
local food banks on a regular basis.

« Seek grants.
- Develop a fee-for-service
structure.
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STEP 8—DEVELOP A SUSTAINABILITY PLAN

This step pulls together the information gathered in the first seven steps. As previously mentioned, a sustain-
ability plan describes a process for:
« Obtaining input and buy-in from coalition members and key external decision-makers.
+ Defining critical long- and short-term policy strategies.
« Considering the type of organizational structure will best help the coalition to effectively reach its part-
nership, policy, and resource goals.
« Acquiring resources—human, financial, and in-kind—necessary for implementing these strategies.
- Documenting and organizing the information that has been collected—evaluation findings, lists of
strategies and activities, criteria grids, effort justification sheets, budgets, and more.

How to Write the Sustainability Plan

While the planning team is responsible for developing the contents of the plan (only one or two members will
actually author it), it needs buy-in from the full coalition. Therefore, all coalition members should be updated
on the plan as it is being developed. Consider the plan a living document, one with sustainability strategies
that can be revised as situations and funding streams change.

It's a good idea to make the plan as concise as possible and include an appendix with items documenting the
entire planning process. These can help maintain institutional memory that will, in turn, help future planning
efforts replicate successes and avoid mistakes. Be prepared for requests for this backup documentation.

The planning team may find it helpful to develop planning documents for two different audiences. The first
document is the full sustainability plan and targets the coalition. It provides more specific operational strate-
gies for achieving sustainability goals. The second document is a brief executive summary, or overview, to
share with outside parties, such as key community stakeholders and decision makers. Generally speaking,
this document provides a plain language snapshot of: (1) where you've been with respect to the sustainabil-
ity-planning process, where you want to go, and how the coalition and community can help; and (2) what
you need from potential funders and collaborators in order to achieve your sustainability goals (University
of Kansas Work Group for Community Health and Development, 2010b). For an example of a brief executive
summary to share with partners, see Example 3 in the Appendix on page 99.
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ﬁ STEP 8: Healthy Carrolton City (HCC) Develops a Sustainability Plan
SUSTAINABILITY PLAN OUTLINE

|. Executive Summary
> Organizational and/or program history (brief)

> Definition of sustainability-Step 1

> Description of who was involved-Step 3

> Summary of efforts for which sustainability is an issue-Step 4
> Goals, needs, and costs for efforts being continued-Step 6 and 7

Il. Situational Analysis
> Organizational strengths as they relate to positioning—Step 2

> Current picture/pending items-Step 4
lll. Criteria to Determine Program Value-Added Benefits-Step 5 and 6

> |dentify what elements will be used to determine criteria (e.g., population reached, evidence
of effectiveness, broad support)

IV. Sustainability Planning Goal(s)-Step 6
> Efforts to continue
> Efforts to revise and continue
> Efforts to ask another organization to continue
V. Sustainability Strategies
> Describe any organizational or structure changes—Step 7
> Recruit program champions and partners-Step 2
> Marketing and public relations—Step 2
> Funding-Step 7
> Communication of justification matrix-Step 7

VI. Action Plan by Strategy - Step 9
> Develop SMART objectives for organizational and policy efforts

> Develop action plan and timetable for strategies
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STEP 9—IMPLEMENT THE SUSTAINABILITY PLAN

Now your coalition has a completed plan developed by the sustainability planning team in hand. But it's not
quite ready to begin implementation. First, the coalition needs to create action plans for each organizational
and policy strategy. Such an action plan would also include steps to ensure the presence of supporting orga-
nizational structures (e.g., steering committee, task groups, communication activities), and processes fiscal
agent practices, resource development roles, and conflict resolution protocols, to achieve policy strategies.

Action Plans

For each organizational or policy strategy, list the steps that need to be taken, due dates, and those respon-
sible for implementation. Steps may include talking with policy makers, writing a grant proposal, transferring a
project to another organization, or reorganizing the structure of your coalition. Verify that timelines are realistic
and will not leave a gap between the end of the current funding stream and the start of new one. Ensure that
someone is responsible for tracking the progress of action plans and reporting back to the coalition.

Here is an example of sustaining a policy. Your coalition may have passed a competitive food policy in schools.
An action plan can include monitoring compliance of that competitive food policy in two school districts

and evaluating the foods being offered to see if they meet Competitive Food and Beverage Guidelines (link
below). Your coalition’s school wellness task group can conduct the assessment and perform random physical
audits of food being sold in these schools while partnering with the city health department, which will collect
sales data to track what competitive foods kids are buying by the end of the 2010-2011 school year.

For an example of an action plan, see Example 4 in the Appendix on page 100.

An outside facilitator can encourage multiple individuals to take on tasks, instead of those tasks falling on the
usual staff members. If many individuals are involved, they should check with one another regularly to moni-

tor implementation progress. As with planning, tasks
should be accomplished on schedule. Consistent failure

to follow through may indicate lack of commitment or % The Alliance for a Healthier Generation’s
an inability to continue the effort at hand. Schools Product Calculator can help determine if
While it helps to follow a plan, try to stay flexible. For ex- foods offered in schools meet Competitive Food
and Beverage Guidelines:

ample, you might plan to seek grant funding to continue i ) ]
www.healthiergeneration.org/companies.

an initiative but then discover that another community ]
aspx?id=25308&terms=product%20calculator

group is already funded to do the same work. You can

consider partnering to leverage your similar efforts.

Use media, marketing, and networking to tell people which resources the coalition needs for sustaining com-
munity health improvements. Review your connections maps (Step 3) to determine whether any important
connections were missed. If possible, hire temporary staff, consultants, and grant writers to help with commu-
nication and resource efforts.



http://www.healthiergeneration.org/companies.aspx?id=2530&terms=product%20calculator
http://www.healthiergeneration.org/companies.aspx?id=2530&terms=product%20calculator
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Keeping People Involved. One concern of groups trying to sustain community change is keeping partici-
pants (e.g., staff, volunteers, members) engaged, since they often focus their time and energy on more than
one activity/organization. Be sure to:

« Continuously recruit new members/staff and develop new

leaders to provide transition.

+ Meet with participants to discuss whether their needs are % For more information on
being met. Are they developing desired skills? Does the ef- | media, marketing, and networking, see
fort benefit their organization? Module 5,“Communication Strategies,’

« Provide periodic training through workshops, conference in Sustainability Approaches Modules
calls, and webinars. If individuals need to build certain skills,
refer them to these training opportunities. For more, see
Module 4, “Building
Coalition Members'Skills,” on page 76 of Sustainability Approaches Modules.

« Implement communication strategies to keep members motivated and informed of the
plan’s progress.

on page 79.

!‘.. Centers for Disease Control’s 2008 Steps Community Heroes Awards Programs

The Steps Community Heroes Award Program was a CDC’s Steps initiative that honored individuals who
made outstanding contributions to improve the health and well-being of others in their communities.
This program was designed to acknowledge “Steps Community Heroes” who, without expecting personal
recognition, have unselfishly contributed their time, talents, and expertise to make significant and often
sustainable contributions in their communities.

The honored Steps Heroes, representing a cross-section of society, were selected from 23 nominations
made by the 40 CDC funded Steps communities. The selection process was not an easy task, as all of the
nominees made excellent contributions to the Steps Program in their communities.

Seven Steps Community Heroes were selected and honored at the annual Steps Cooperative Agree-
ment Program Action Institute. The 2008 Steps Community Heroes Award recipients include a school
district food service director, a community health representative, a teacher and one of her students, a
retired nurse and community advocate, a health educator, and a public health nutrition graduate student
volunteer. They each volunteered significant portions of their time to address one or more Steps initia-
tives. Many of their efforts led to a policy, systems, or environmental change in their community that will
sustain efforts to help people maintain a healthful lifestyle. For more information, visit
www.cdc.gov/steps/2008 heroes/overview.htm.



http://www.cdc.gov/steps/2008_heroes/recipients.htm
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K New York State Builds Coalition Members’ Skills

The New York State Department of Health provided $34,000 to 56 (of 62) counties to support a training pro-
gram designed to improve their readiness to implement and sustain policy strategies. This program consist-
ed of two-level regional workshops. The first level (1 day) was for any person or group interested in learning
more about chronic disease prevention. The second level took place over 2 days and was offered to county
teams consisting of 5-12 members. These trainings expanded on the first level of training and included both
didactic sessions and group time.

Post-training assessments showed a 10% increase in primary prevention knowledge aroundpolicy, systems,
and environmental change strategies as well as an improvement in participant confidence related to coali-
tion building and action planning. Participants reported significantly more confidence on policy change
strategies, coalition building, and action-planning concepts. Post-training self-efficacy assessments indicat-
ed that participants were better equipped to implement policy change than they were before the trainings.

Together, the training sessions helped give participating county leaders the tools and confidence to use
policy, systems, and environmental change strategies to prevent chronic disease in their communities.
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ﬁ STEP 9: Healthy Carrolton City (HCC) Implements the Sustainability Plan
Under the guidance of the consultant/facilitator, participants were again divided into three groups and
began creating action plans for the prioritized strategies they had been assigned. The goal was to create
a detailed description of how each prioritized strategy would be sustained. To create manageable action
plans, each strategy was broken up into the following elements:

+ Action step (what will be done)

+ Person(s)/task group(s) responsible

« Date completed

« Resources required (at what cost)

« Communication, collaborators, etc. (i.e., Who else should know about this?)

The following is a brief summary of one of HCC’s action plans.

Develop policies to promote physical activity in the built environment.

An immediate recommendation to sustain this initiative in the future is to insert Complete Streets policy
language that considers all forms of transportation in the city’s future projects. Construction of a traffic
circle, one of eight planned traffic-calming measures, has been completed, and work on the second is
about to start. In addition, efforts to increase bicycle use in public and commercial spaces are underway,
with the installation of bicycle racks at all county government buildings. The Carrolton City Transportation
Department will complete both projects by April 2011. A minimum of four site-plan assessments, with
photos, will be performed. The coalition should focus on recruiting new volunteers to perform

these assessments.
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STEP 10—EVALUATE OUTCOMES AND REVISE AS NEEDED

Now you've reached the last step in sustainability planning, but this should not be the first time you think
about evaluation. The evaluation experience is likely to be more positive and its results more useful if you
build evaluation in from the start and make it an on-going activity. This includes planning a summary evalua-
tion before an intervention begins, which helps to clarify program goals and reasonable outcomes.

At this stage, evaluation will help you improve your PSE efforts and implementation. It is important to peri-
odically assess and adapt your organizational structure and activities for achieving your policy objectives to
ensure they are as effective as possible. Evaluation can help you identify areas for improvement and ultimately
help you realize your goals more efficiently (Hornik, 2002; Noar, 2006). It will also allow you to demonstrate
coalition success or progress. Does your coalition’s current infrastructure and planning processes enable it to
effectively and efficiently achieve its goals? The information you collect allows you to better communicate
your coalition’s impact to others, which is critical for public relations, staff morale, and attracting and retaining
support from current and potential funders (Hornik & Yanovitzky, 2003).

!‘.. Activate Quad Cities (Pioneering Healthy Communities) Uses Data to Sustain Progress

One challenge that many of us face is how to access and utilize reliable local data to inform the direction of our
community work and measure progress. Since 2007, the Quad Cities Community Vitality Task Force has released
an annual snapshot of community indicators. We encourage the community to move beyond the numbers and
to dialogue on issues that impact the health of the Quad Cities. Currently, the task force is looking at a data
management system that will not only provide online mapping and data-gathering capability, but link similar
organizations within the community around issues such as childhood obesity or neighborhood safety. Having
data that is easily accessible and updated frequently allows community leaders to refocus time from gathering
data to discussing what the data is telling them about issues affecting their community. This increased level of
engagement should lead to greater sustainability by tracking the success of initiatives that impact the health of
the community.

--Christy Filby, Activate Quad Cities
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ﬁ STEP 10: Healthy Carrolton City (HCC) Evaluates Outcomes and Revises as Needed

For HCC to evaluate the overall plan, the coalition had to determine whether the individual policy strategies
it chose to implement (see HCC example in Step 4, page 23) had been successful. After determining:

1) whether these strategies were implemented as planned and 2) what their outcomes were (see table below),
the coalition made needed changes to the policy strategies before proceeding further.

Prioritized Policy
Strategy

Activity

Outcomes

Revisions

« Implement envi-
ronmental change
strategies that
promote physi-
cal activity and
safety in the built
environment.

« Build traffic-calming
measures to increase
pedestrian safety and
encourage walking.

1 out of 8 traffic-calming
measures (e.g., speed bumps,
lane narrowing, curb exten-
sions) installed on streets.

« 2 out of 5 strategies are in
place to enhance personal
safety.

+ Increase # of traffic-calming
measures installed on
streets from 1 to 3.

+ Increase # of personal safety
strategies from 2 to 3.

- Develop policies that
support bicycle use (e.g.,
identify commercial and
public spaces where new
bike lanes and racks can
be placed).

« 2 out of 3 public bike facilities
(e.g., bike racks, bike lanes)
were installed in the city/
county.

+ Only 3 out of 6 miles of bike
routes have received regular
maintenance.

+ Increase to 100% public bike
facilities in the city/county.

« Maintain number of miles
of bike routes that have
received regular
maintenance.

+ Modify and
enhance work
site wellness and
vending machine

policies.

+ Develop a vending
machine policy that sup-
ports healthful snack and
beverage choices.

+ 0% of vendin