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I.
Executive Summary

The existence of the Colorado Geographic Alliance depends on its ability to drive demand for geography education through public policy, outreach to educators, and public awareness.  National Geographic has identified policy advocacy, teacher outreach and community building, and public awareness for policy and consumer demand as priorities for the next several years.  We see this plan linking to National Geographic’s strategies, as well as extending the reach of geography education to more districts, schools, and students across the state.
II.
History and Background of the Colorado Geographic Alliance

The Colorado Geographic Alliance, part of a network of fifty Geographic Alliances across the country, was founded in 1989 by the National Geographic Society and geographers in Colorado. The organization’s main objective has been to provide resources and professional development for elementary and secondary school teachers, ensuring the public understands the rationale behind comprehensive geography education throughout the State of Colorado. COGA is a statewide educator’s organization in which the collective knowledge of experienced teachers of geography, geographers in academia, and professional geographers is shared with others to strengthen the position of geography in all Colorado schools. COGA also works with the social studies, science, environmental, and technology education communities to build on mutual objectives and to strengthen 21st century skills of Colorado students.  Communication and programs supported by COGA develop and foster grassroots collaboration to facilitate interaction of teachers and to encourage conversations about geographic concepts across the state.

The inaugural meeting of COGA occurred on March 6, 1986, with Colorado being one of the original seven states of the National Geographic Society’s (NGS) Geography Alliance Network.  Professor Dave Hill at University of Colorado, Boulder was the first coordinator, and COGA was hosted at the Center for Geographic Education in Boulder.  Opportunities, guidelines, and funding came from NGS, with matched funding from the Colorado Department of Education (CDE).  The development of “Teacher Consultants” was the primary vehicle for improving geography education in the schools.  Teacher Consultants were trained in specific methods of geography education, immersed in content, and provided a cohort for support when returning to their own schools.   A Steering Committee was the major policy making body of COGA and in 1989 Teacher Consultants were elected to serve on Steering Committee—taking on leadership roles for specific activities such as conferences and Geography Awareness Week.  A few years after the Geography Alliance Network had begun, the Colorado Geography Education Fund (COGEF) was endowed ($500,000 each from National Geographic and $500,000 from the state of Colorado and private foundations) to provide funding for projects in the state that support geography education.  COGEF had no official link with COGA.

David Cole took on the role of co-coordinator in 1990.  During this decade state summer institutes generated 477 Teacher Consultants and annual fall and spring conferences were established.  In 1993, steering committee by-laws were established and implemented in September.  There continued to be ongoing matched funding specifically for the Colorado Geographic Alliance from the National Geographic Society and the Colorado Department of Education ($50,000 each).  However, by the late 1990s, summer geography institutes became shorter, the Colorado Department of Education cut matching funds for COGA, and Dave Hill retired (1999).
The COGA offices moved to the University of Northern Colorado (UNC) in August of 1999 with Jim Doerner becoming Co-Coordinator and Sophia Linn, Program Manager.  In October of 2000, National Geographic announced changes in the entire alliance network funding.  Co-Coordinator David Cole retired in May of 2001.  COGA received a “one-time” grant from COGEF from roll-over funds to continue operations and offer limited programs through August of 2001.  This began a new relationship with COGEF and the Steering Committee.  There was no longer separate money for the operation of COGA and support of general geography education initiatives in Colorado.  Any money coming from National Geographic to COGA would be from the proceeds of the previously established endowment.
COGA was granted operating expenses from COGEF for September 2002 through August 2003 and a Leadership Subcommittee was established to review future leadership options.  The subcommittee recommended that COGA move to Denver and be led by the Steering Committee. COGA moved from UNC to the Center for Teaching International Relations (CTIR) at the University of Denver in August of 2003 as the steering committee took on the leadership role and initiated new programs.  This new organizational approach was not as successful as had been hoped.
In December of 2004, COGEF decided to award a single grant to fund one organization to be the leader of geography education efforts in Colorado.  Following a call for proposals, Phil Klein and Jimmy Dunn at the University of Northern Colorado were awarded the Grant beginning in September 2005 and ending October 2008.  [NOTE: After receiving the Colorado Geographic Education Fund’s blessing, the coordinators would apply to the National Geographic Education Fund for geographic alliance funding from the Geographic Alliance Network.  Although Colorado has designated funds in National Geographic’s endowment for the express purpose of supporting geography education in Colorado that does not mean that the proceeds from the endowment will automatically be bestowed upon the Colorado Geographic Alliance.]  UNC hosted a “Geography Summit” in November of 2005, with 59 people meeting in Estes Park to discuss the direction of COGA.  Several requests came out of this conversation, including workshops for elementary teachers, more Advanced Placement courses, and certification programs.  UNC and COGA established the nation's first Graduate Certificate in Geography Education with funding and logistical support from the Colorado Geography Education Fund and the National Geographic Society in March of 2006.  Following a request for proposals in the spring of 2008, COGEF awarded a single grant to Steve Jennings and Rebecca Theobald at the University of Colorado at Colorado Springs to host COGA in the Department of Geography and Environmental Studies, with the grant beginning November 2008 and ending in October 2011.
During this period, the COGA coordinators in Colorado Springs reestablished a Steering Committee (separate from the members of the Colorado Geography Education Fund), developed regular electronic communications with COGA members, identified a variety of collaborative ventures with school districts and educational nonprofits, worked with the Colorado Department of Education and other interested parties on standards and assessment at the state level, and incorporated geospatial technology into a variety of programs.  The coordinators reported to COGEF on activities of the alliance twice each year.
In 2009, National Geographic’s endowment earnings were suffering along with the general economy, and it significantly decreased the amount of funding going directly to alliances for operations and programs.  In part due to economic circumstances, as well as to new leadership (Daniel Edelson joined National Geographic Education Foundation as the Executive Director in 2007), National Geographic required all alliances to participate in a strategic planning process.  Alliances were asked to create teams who would receive instruction and serve as leaders for their states.  The first National Geographic “Capacity-Building Course” took place in January 2010 in San Diego and was attended by coordinators Steve Jennings and Rebecca Theobald, COGEF Committee Member and Colorado Social Studies Specialist Brenda Barr, and geography graduate student Molly Holmberg, resulting in knowledge about strategic planning, systemic change, organizational design, and evaluation.
In order to move forward with strategic planning, there needed to be a clearer understanding about the relationship of the Colorado Geographic Alliance with National Geographic’s Education Endowment Fund, with the Colorado Geographic Education Fund committee, and the COGA Steering Committee.  Following initial discussions about the future of COGA in July of 2010, the coordinators requested information from National Geographic about founding documents and agreements for the Colorado Geographic Education Fund.  In 2011, it was confirmed that a separate COGEF committee was not part of the original documents, and that its oversight duties could be taken on by another entity.  A strategic planning committee was formed during the spring and summer of 2011, and eventually most of those members agreed to join the newly formed Leadership Council, which is currently setting the direction for the work of the alliance in close communication with COGA’s coordinators.
COGA is also addressing the revised foci of the National Geographic Alliance Network, which are to build toward fundamental, lasting improvements in geo-education for all young people over the long-term through leadership development, policy advocacy, fund-raising, and research and development on scalable models for professional development.  There will be limited support for traditional work of the alliances, such as summer institutes.
III.
Strategic Planning Overview


A.  Process

As part of the 2009-2010 funding cycle for National Geographic, all alliances were required to participate in a “Capacity-Building Course”, organized and structured by National Geographic.  Some of the funding for this work was provided by National Geographic, but there was also an expectation that alliances would raise additional funds to pay consultants and compensate volunteers.  COGA chose to use additional endowment money for the strategic planning process.
2010
The Colorado Geographic Alliance coordinators, along with the social studies coordinator for the State of Colorado, Brenda Barr, and recent doctoral recipient and 2009 summer institute participant, Molly Holmberg, attended this course, which addressed systemic issues in education, strategic planning, evaluation, and organizational design in January in San Diego.
In the summer, Leadership Consultant Nancy Henjum was hired to work with COGA to determine the best approach to moving toward strategic planning and in July, summer institute participants (primarily teachers and school district administrators) and additional leaders in geography education were invited to gather in Leadville to consider how COGA could grow a group to advocate for geography and to instruct others in how to incorporate geography into the classroom.  Questions discussed included: How can we deliver support around the state efficiently and effectively?  What information will be most helpful to teachers?  How can professional development activities best be assessed?
Sophia Linn, Research Associate for the Geospatial Centroid at Colorado State University, was asked to be chair of the strategic planning committee.  She accepted.  A Joint Steering Committee and Colorado Geographic Education Fund Committee Meeting was held in September to introduce the strategic planning process and the strategic planning consultant.  Committee members of the existing COGA Steering Committee and COGEF Committee were invited to participate in the process.  Some accepted and others declined.
During 2010 and 2011, several investigations were undertaken at National Geographic and with former coordinators of the Colorado Geographic Alliance to identify founding documents that provided direction and guidelines for the distribution of the endowment proceeds.  Those documents which are available are attached in the appendix.

​2011
COGEF met in May to enable the strategic planning committee to move forward to develop a plan for governance.
At a retreat in August at the Cal-Wood Educational Center outside of Boulder, committee members worked on relationships with each other, developed guidelines for creating a strategic plan, and reframed work that had been accomplished during the 2010 Summer Leadership Institute Strategic Planning Session.  Roni Jones, National Geographic Alliance Liaison, attended this meeting.

In October 2011, the Strategic Planning Committee completed the vision, mission, and values for the Colorado Geographic Alliance.

2012
In January, goals were developed to bring to fruition the vision and mission of COGA.  The Strategic Planning Committee brainstormed about strategies to implement the goals and the best way to organize the volunteer leadership.  Consultant Nancy Henjum suggested that it was time to move from a Strategic Planning Committee to a more permanent type of governance system.  The group approved the name “Leadership Council”, acknowledging the hybrid nature of this entity where the coordinators are Principal Investigators submitting a grant request to an organization, and paid through a higher education institution, but still need to involve individuals from across the state in governance discussions.
In April, the newly reconstructed Leadership Council met for the first time with Sophia Linn as chair.  Nancy Henjum helped the group develop some norms and discussed how that would impact COGA as an organization.  The goal of the Leadership Council is to help guide COGA personnel in sticking with mission and goals, help coordinators make best decisions they can, prioritize and decide where to focus resources, and own the vision / mission / goals and the strategic plan, and ensure that COGA follows it.  Nancy Henjum noted that the next stages of the strategic plan (fundraising and evaluation) required different skills than those she had, and recommended another individual in Colorado Springs who would be able to provide support in this area.

The coordinators, old and new consultants, and Leadership Council chair met in the summer to determine if COGA should hire a new strategic planning consultant.  Kimberley Sherwood was engaged to assist with completing the strategic plan, particularly in areas such as fund-raising and evaluation.
In September, the Leadership Council met to consider opportunities to enhance the NCGE conference, with the intention of bringing more people in to the geography education community.  Ways to advance and eventually implement the strategic plan were discussed, as were how to determine the function and work product of the task forces and working committees.
The next meeting of the Leadership Council will be a strategic planning retreat held in January of 2013.
A list of members of the strategic planning team and the current Leadership Council can be found in the Appendix. 

B.  Definition of Terms

VISION: describe geography education as it should and could be in Colorado
MISSION: describe alliance’s unique and essential contribution to realizing vision

VALUES: shared imperatives that provide momentum and boundaries for decision making, precepts that the organization will follow even when doing so is inconvenient or costs money or support
IMPERATIVES: something that demands attention or action, an unavoidable obligation or requirement, necessity, core organizing principles of the plan; key priorities and broad activities necessary to move the organization forward; organizing principles linking vision, mission, values and to the actions of the organization
GOALS: outcome, desired state

STRATEGY: broad approach to achieve the goal

OBJECTIVES: measurable tasks undertaken to realize the strategy

TACTICS: tools used to achieve objectives

IV.
Context for Vision, Mission, and Values


The foundation for work on all parts of the strategic plan was completed at the Cal-Wood strategic planning retreat in August 2011, with additional refinement at later meetings of the committee.  However, this work also built on conversations that took place in July 2010 when initial questions about the work of COGA were discussed.  People with a variety of perspectives have been included in these conversations.
VISION: Changing our understanding and experience of the world 
MISSION: To instill and nurture spatial awareness and geographic literacy

VALUES:

1) Inspiring passion for Earth and its inhabitants

2) Connecting people with geography

3) Honoring inclusivity and diversity

4) Exploring physical and human environments

5) Developing spatial perspective

V.
Strengths, Weaknesses, Opportunities, and Threats

Strengths (core capabilities - tangible and intangible)

· There is clear direction and succinctness in COGA’s vision, mission, and values.
· COGA is developing a current group of talent and committed people, with a passion for geography education.
· COGA is willing to spread and branch out in pursuing its mission, changing as necessary.
· The existing higher education connection at UCCS provides a strong home base.
· The website is current and contains a variety of content.
· The current structure offers the potential of consistent funding through Colorado’s endowment held at National Geographic.
· Recent success in the area of political outreach to ensure that social studies is assessed at the state level demonstrates the effectiveness of policy awareness.
· Collaboration with other social studies organizations and existing partnerships with educational nonprofits leads to multiple audiences and boundary-crossing projects.
· National Geographic offers a variety of resources to the organization.
· Geography is a growing Advanced Placement subject.
Weaknesses (limitations that place organization at a disadvantage - tangible and intangible)

· There is sometimes jumbled internal communication within the organization regarding COGA’s activities, including task assignments, volunteer engagement, a sense of clear priorities, and effectively defining roles and expectations for both staff and volunteers as the alliance matures.
· The capacity of individuals involved as volunteers has limitations due to other time commitments and priorities.
· There is a need for continued and sustained funding at higher levels beyond the endowment through National Geographic if we are to realize our vision.
· Leadership needs to clarify priorities and focus resources.
· The physical location of COGA limits easy access to the Western Slope and Eastern Plains.
· The organization is not well-known outside of a select group of educators.
· There had been a concern that if personnel left, the organization could collapse.
· The board composition has been limited to educators for the most part and has also lacked other valuable forms of diversity.  
Opportunities (conditions that can improve core capability - micro and macro)

Broad View

· There is increased awareness of globalization and global connections in the United States education community.
· Colorado is a place for innovation and forward thinking, with proponents in business, government, and higher education advocating for a greener and more diverse economic base; there are an increasing number of private and public companies using geospatial technologies in the state.
· There are opportunities within the state to secure funding and partnerships with other geography- and educationally-focused organizations.
Field Experience

· Access to Colorado’s varied landscape offers opportunities for direct interaction with multiple cultural and physical environments.
Educational Infrastructure

· The revised state standards and planned assessments in social studies and science offer an opportunity to reformulate geography education in elementary and secondary schools in Colorado.

· Geography needs to reinforce its position as both a social and natural science, increasing connections within the social studies, science, environmental, and career and technology communities.

· The Colorado Department of Education supports state specialists in social studies and science, giving COGA an outlet for communication with school district officials.
· Local control of school districts provides an opportunity to work with individual districts, tailoring geography education to their needs.
Higher Education

· There is increasing attention at the national level to poor preparation of the teaching corps, which provides opportunities for COGA to expand work with teacher education programs and pre-service certification.

· Existing networks of experts in university geography departments can be incorporated into COGA programs.

· Higher education institutions across the state continue to offer bachelor, masters, and doctoral degrees in geography.
· The increased use of GIS training provided by community colleges offers enhanced connections between pre-collegiate and higher education institutions.

Collaboration

· COGA has experience with collaborative programs with other geographic alliances.
Threats (conditions out of our control that can harm core capability)

Limitations on Enthusiasm for Geography education
· There is a lack of public awareness and general misunderstanding of the field of geography.
· The focus in education in the United States on English language arts, math, science, and technology has led to a lack of external benefits for, decreased validation of, and little recognition for studying geography.

· The possibility of geography-specific federal funding is uncertain at this time; there may be monetary support as a result of the reauthorization of Elementary and Secondary Education Act.
Characteristics of the State
· Colorado is a large state with difficult terrain; the population is clustered in a few urban centers; communication and dissemination of information is challenging.
· Public funding of education at the state and local levels continues to decrease.

Educational Infrastructure
· Local control of school districts prevents broad adaptation of a common geography curriculum and affords districts a chance to ignore standards.
· There is a lack of emphasis on geography in pre-service training programs in social studies and STEM fields.
· The possible elimination of the University of Colorado Boulder’s requirement for geography as part of the minimum academic preparation standards (MAPS) would undermine global awareness and K-12 geography curriculum in Colorado.
· The connection between higher education (particularly department of geography and colleges of education) and K-12 is tenuous.
VI.
Imperatives, Goals, Strategies, Objectives, and Tactics

IMPERATIVES:

1) Drive demand for geography education.
We believe that COGA has an obligation to do its part in driving attention to geography education; it will be important to attend to the educational infrastructure of the state, to business and political leaders, and to others who are passionate about geography.  COGA can do its best work as it enables collaboration among educators, encourages exploration of places, spurs new ways of learning, motivates support for geography education, and connects people with the resources they need.

2) Make sure the alliance is healthy and functioning.

We believe that COGA’s health as an organization is critical to advancing imperative number one and that it must have a robust membership base, the ability to attract talent to fulfill program obligations, resources to do the work, as well as credibility and a strong reputation.

GOALS:
1) Geography is valued as a core subject and taught and learned with depth and relevance.
2) Geography is understood by educators, policy makers, entrepreneurs, and the general public as an essential key to unlocking knowledge and prosperity.
3) Thoughtful and strategic partnerships are developed, maintained, and strengthened.

4) The organization builds and strengthens its structure to support the work and people.

Goal 1.  Geography is valued as a core subject and taught and learned with depth and relevance.

Strategy 1. In order to drive demand for geography education, COGA will advocate for geography’s critical role in a well-rounded education and communicate that position effectively.

Outcome: We will be successful when . . . we have a ready and active network of people who share the objective of geography education.

	From 2012 (Current State for this Strategy)
	To 2015 (Desired Future State for this Strategy)

	Have brochure and diverse communication platforms as well as ad hoc approach to working on policy matters.
	Have a good handle on geographic education in Colorado, define an actionable public policy plan, and have a strong story.


	Key Success

Measure
	Objectives: Measurable tasks undertaken to realize strategy - how will we achieve our desired outcome? 
	Tactics: Tools used to achieve objectives
	Status

Track progress – Where are we?

	
	
	Who Leads?
	Who Helps?
	Resources Needed?

Time, Materials, Funds
	Start

Date
	Due

Date
	

	
	
	
	
	
	
	
	

	
	1. Describe the current state of geography education in elementary and secondary schools in Colorado.  Identify the most effective forms of professional development based on research and requests from the state, districts, and schools.
	Rebecca Theobald
	
	* Time for research

* Data collection tool
* Time to research models of professional development
	Jan, 2013
	Dec, 2013
	Information is available about schools offering AP Human Geography 

	
	2. Develop public policy communication strategy at the state, local, and district levels.
	Rebecca Theobald
	
	* Time for research on key individuals across the state

* Time to develop relationships with important players
	Jan, 2013
	Oct, 2013
	Part of social studies policy group that keeps updated on activities at the state level

	
	3. Develop COGA’s story and create resources for communicating the importance of geographic literacy and for describing COGA’s role in supporting geography education in Colorado, ensuring that the message reflects COGA’s vision, mission, and values and incorporates broad perspectives of people who work in geography.  Tell COGA’s story through diverse methods to communicate the importance of geography education to multiple audiences and disseminate COGA and geography education resources to schools and school districts.
	Rebecca Theobald
	Josh HendricksonComm Comm
	* Familiarity with National Geographic’s communication tools and content

* Time to keep website and other tools up-to-date

* Funds for printing and distribution
* Volunteers to share information in different parts of the state

* Time for training volunteers

* Places to disseminate information
	Jan, 2013
	2015
	Brochure created and in process of distribution

	
	4. Identify meaningful reasons for audiences to interact with COGA (e.g. NCGE Conference, “Speak up for Geography” campaign, Geography Awareness Week activities) and invite participation.
	Comm Comm
	Josh Hendrickson
	* Knowledge about topics to be addressed

* Communication tools

* Membership management tools
	2013
	2015
	


Goal 1.  Geography is valued as a core subject and taught and learned with depth and relevance.

Strategy 2. In order to drive demand for geography education, COGA will strengthen the networks of educators and others who identify COGA as a strong provider of geography resources.

Outcome: We will be successful when . . . teachers in need of professional development and resources related to geography in Colorado know that COGA can provide what they are seeking.

	From 2012 (Current State for this Strategy)
	To 2015 (Desired Future State for this Strategy)

	Professional development is delivered based on opportunities available with other partners. Geography teachers are provided with resources on an ad hoc basis.  Few Colorado-specific resources have been developed.
	There is evidence that teachers are seeking professional development and resources through the COGA. 


	Key Success

Measure
	Objectives: Measurable tasks undertaken to realize strategy - how will we achieve our desired outcome? 
	Tactics: Tools used to achieve objectives
	Status

Track progress – Where are we?

	
	
	Who Leads?
	Who Helps?
	Resources Needed?

Time, Materials, Funds
	Start

Date
	Due

Date
	

	
	1. Develop a product that provides information to teachers about resources differentiated by topic and grade level that includes a searchable process for materials, basically a content map linked to Colorado standards and assessment material.
	Sam R-G, Teri LeFebre, Peggy Altoff
	Joseph Kerski,
Josh Hendrickson
	* Distribution process for professional development programs
	2013
	2013
	

	
	2. Connect teachers to effective, content-rich resources and connect teachers to each other.  Be a source of referral for geography content.  
	Resources Comm
	Josh Hendrickson
	
	2013
	2015
	

	
	3. Support geography teachers who are doing well in instruction and reward them by lifting them up as role models.
	Leadership Council
	
	* Funds to support conference attendance

* Mechanism to identify and evaluate strong teachers

* Knowledge about opportunities for which teachers might have an interest
	2013
	2015
	

	
	4. Be a source of referral for geography content.  Develop resources specific to Colorado.
	Resources Comm
	
	* Time to develop resources
	2014
	2015
	


Goal 1.  Geography is valued as a core subject and taught and learned with depth and relevance.

Strategy 3. In order to drive demand for geography education, COGA will expose pre-service teachers and College of Education instructors to geography education resources.

Outcome: We will be successful when . . . preparation of teachers in Colorado always includes an introduction to geographic and spatial concepts.

	From 2012 (Current State for this Strategy)
	To 2015 (Desired Future State for this Strategy)

	Pre-service programs are provided with an overview of geography education on an ad hoc basis, mainly depending on connections with alliance staff.
	Pre-service teachers look forward to exploring geography resources and have access to strong teaching in geographic pedagogy.


	Key Success

Measure
	Objectives: Measurable tasks undertaken to realize strategy - how will we achieve our desired outcome? 
	Tactics: Tools used to achieve objectives
	Status

Track progress – Where are we?

	
	
	Who Leads?
	Who Helps?
	Resources Needed?

Time, Materials, Funds
	Start

Date
	Due

Date
	

	Numbers of classrooms and  teachers reached 
	1. Be opportunistic regarding interaction with pre-service teachers and pre-service educators.
	Steve Jennings
	
	*Time to visit pre-service social studies and science methods classes
	2013
	2015
	

	
	2. Build a network with pre-service instructors to support student teachers.
	
	
	*Time to visit pre-service social studies and science methods classes

* Time and resources to develop and offer field experiences and field work geared to pre-service teachers

* Time and resources to host pre-service conference
	
	
	

	
	3. Build a network with existing geography teachers to support student teachers.
	
	
	* Time to identify and contact potential teachers.

* Time to connect teachers and pre-service students.
	
	
	


Goal 2.  Geography is understood by educators, policy makers, entrepreneurs, and the general public as an essential key to unlocking knowledge and prosperity.

Strategy 1. In order to drive demand for geography education, COGA will promote active exploration of places.
Outcome: We will be successful when . . . field experiences are a regular aspect of education for Colorado students and preparation for Colorado teachers.

	From 2012 (Current State for this Strategy)
	To 2015 (Desired Future State for this Strategy)

	Field experiences have been regularly incorporated into professional development workshops.
	Educators and students understand field experiences as something that takes place from one’s own backyard to overseas.


	Key Success

Measure
	Objectives: Measurable tasks undertaken to realize strategy – how will we achieve our desired outcome? 
	Tactics: Tools used to achieve objectives
	Status

Track progress – Where are we?

	
	
	Who Leads?
	Who Helps?
	Resources Needed?

Time, Materials, Funds
	Start

Date
	Due

Date
	

	
	1. Identify ways to incorporate field experiences into the classroom.
	
	
	* Time to identify groups providing field experiences

* Time to develop a spatial and geographic rubric to evaluate field studies and outdoor educational experiences

* Time to develop a document that links educational field experiences to academic standards
	
	
	

	
	2. Promote field trips and field work using spatial perspectives to Colorado teachers in elementary and secondary schools, leveraging citizen science projects as entree into field experience.
	
	
	* Time to organize and resources to host a conference on educational field experiences in Colorado

* People to write journal manuscripts describing educational field experiences
* Time to develop relationships with organizations such as CAEE and land trusts.
	
	
	

	
	3. Introduce educational administrators to the value of educational field experiences.
	
	
	* Identification of prospects who might be interested in learning about this topic
	
	
	

	
	4. Promote Colorado’s natural features and physical location as worth learning about and preserving.
	
	
	* Work with environmental educators to encourage students and families to explore the environment.
	
	
	


Goal 2.  Geography is understood by educators, policy makers, entrepreneurs, and the general public as an essential key to unlocking knowledge and prosperity.

Strategy 2. In order to drive demand for geography education, COGA will promote spatial awareness through community awareness, involvement, and outreach.

Outcome: We will be successful when . . .

	From 2012 (Current State for this Strategy)
	To 2015 (Desired Future State for this Strategy)

	No activity in this area.
	1. LC January


	Key Success

Measure
	Objectives: Measurable tasks undertaken to realize strategy - how will we achieve our desired outcome? 
	Tactics: Tools used to achieve objectives
	Status

Track progress – Where are we?

	
	
	Who Leads?
	Who Helps?
	Resources Needed?

Time, Materials, Funds
	Start

Date
	Due

Date
	

	
	1. Link educational field experiences with service learning projects.
	
	
	* Time to connect with private and charter schools who are often at the forefront of experiential learning.

* Time to link geography to initiatives supporting environmental education.
	
	
	

	
	2. Develop Speakers Bureau of individuals who can discuss the value of educational field experiences in terms of internships, research partnerships, content experts.
	
	
	* Individuals to participate in Speakers Bureau.

* Time to organize presentations.

* Materials for speakers to use to illustrate their presentations.

* Funds to support speakers and organizer.
	
	
	


Goal 2.  Geography is understood by educators, policy makers, entrepreneurs, and the general public as an essential key to unlocking knowledge and prosperity.

Strategy 3. In order to drive demand for geography education, COGA will expose, model, and teach spatial thinking through multiple technologies and resources.
Outcome: We will be successful when . . . geospatial technology programs are as ubiquitous in educational settings as are word processing programs.

	From 2012 (Current State for this Strategy)
	To 2015 (Desired Future State for this Strategy)

	Professional development provided on an as needed or requested basis.
	1. LC January


	Key Success

Measure
	Objectives: Measurable tasks undertaken to realize strategy - how will we achieve our desired outcome? 
	Tactics: Tools used to achieve objectives
	Status

Track progress – Where are we?

	
	
	Who Leads?
	Who Helps?
	Resources Needed?

Time, Materials, Funds
	Start

Date
	Due

Date
	

	
	1. Promote geospatial technology as part of STEM (science, technology, engineering, and math).
	
	
	* Time to participate in science, technology, and career and technical educational programs

* Time to develop a visual organizer that shows links of geography and spatial thinking skills to emerging technology and critical thinking / 21st Century skills
	
	
	

	
	2. Offer training to educators and administrators in geospatial technology skills.
	
	
	* Time to promote workshops

* Methods to reach audiences in need of this information

* Time and resources to offer stand-alone introductory and in-school or in-district geospatial technology workshops 

* Connections with schools and districts

* Time to develop materials to support on-line training

* Time to develop advanced geospatial technology workshops for educators
	
	
	

	
	3. Use technology to link students and educators to their peers in other parts of the community, state, country, and world.
	
	
	
	
	
	


Goal 3. Thoughtful and strategic partnerships are developed, maintained and strengthened.
Strategy 1. In order to make sure the alliance is healthy and functioning, identify and implement geography education opportunities with partners in Colorado.

Outcome: We will be successful when . . . multiple organizations in Colorado contact COGA to partner with them on substantive programming and research.

	From 2012 (Current State for this Strategy)
	To 2015 (Desired Future State for this Strategy)

	Multiple partnerships with the organization exist, based on opportunities for collaborative activities, or on relationships from previous engagement.
	Partnerships support COGA’s vision, mission, and values.


	Key Success

Measure
	Objectives: Measurable tasks undertaken to realize strategy - how will we achieve our desired outcome? 
	Tactics: Tools used to achieve objectives
	Status

Track progress – Where are we?

	
	
	Who Leads?
	Who Helps?
	Resources Needed?

Time, Materials, Funds
	Start

Date
	Due

Date
	

	
	1. Identify partners and contacts.
	
	
	* Time to create list of formal educational organizations in Colorado with connection to geography education

* Time to prioritize organizations in terms of synchronization with geography education, interest in partnership, and resources available.
	
	
	

	
	2. Engage partners in planning and implementing geography education projects.
	
	
	
	
	
	


Goal 3. Thoughtful and strategic partnerships are developed, maintained and strengthened.
Strategy 2. In order to make sure the alliance is healthy and functioning, identify opportunities for new resources and pedagogical development. 

Outcome: We will be successful when . . . collaboration with other organizations results in advancement of each participant’s mission.
	From 2012 (Current State for this Strategy)
	To 2015 (Desired Future State for this Strategy)

	COGA has good communication with multiple alliance coordinators across the country and experience from the Four Corners Summer Institute in working with other alliances.
	One collaboration is under way with multiple alliances.


	Key Success

Measure
	Objectives: Measurable tasks undertaken to realize strategy - how will we achieve our desired outcome? 
	Tactics: Tools used to achieve objectives
	Status

Track progress – Where are we?

	
	
	Who Leads?
	Who Helps?
	Resources Needed?

Time, Materials, Funds
	Start

Date
	Due

Date
	

	
	1. Identify geography education opportunities with other geographic alliances across the country, based on proximity and content.
	Rebecca Theobald, Steve Jennings
	
	
	Jan, 2013
	Feb, 2013
	

	
	2. Contact Alliance Coordinators and brainstorm about possible collaborative projects.
	
	
	
	Feb, 2013
	Apr, 2013
	

	
	3. Outline project and submit to National Geographic for funding consideration.
	
	
	
	Apr, 2013
	Apr, 2013
	

	
	4. Stay alert to opportunities that arise with potential partners.
	
	
	
	
	
	


Goal 4. The organization builds and strengthens its structure to support the work and people.
Strategy 1. In order to make sure the alliance is healthy and functioning, the organization operates under transparent and clear guidelines; procedures and processes are undertaken according to rules of the host institution; and grantors, interests of leaders, volunteers, members, and staff are addressed.
Outcome: We will be successful when . . . questions about the alliance are answered in a timely and thoughtful manor.
	From 2012 (Current State for this Strategy)
	To 2015 (Desired Future State for this Strategy)

	Up-to-date, in compliance, and on-going.  There is good communication with partner organizations, but additional opportunities needed for communication among Leadership Council members and staff.
	Continuing efficient and effective relationships with grantors and host institution.  Have robust and engaged partner network.


	Key Success

Measure
	Objectives: Measurable tasks undertaken to realize strategy - how will we achieve our desired outcome? 
	Tactics: Tools used to achieve objectives
	Status

Track progress – Where are we?

	
	
	Who Leads?
	Who Helps?
	Resources Needed?

Time, Materials, Funds
	Start

Date
	Due

Date
	

	
	1. Submit grant requests and reports on time and with excellent quality.
	Rebecca Theobald
	Staff
	* Time to write grant applications and reports
	
	
	

	
	2. Comply with requirements of host institution regarding personnel and financial procedures.
	Rebecca Theobald
	Steve Jennings
	* Time to interact with host institution staff
	
	
	

	
	3. Ensure there are ample opportunities for discussion about important concerns regarding operation and activities of COGA.
	Leadership Council
	
	* Electronic discussion board for Leadership Council

* Regular in-person meetings of Leadership Council
	
	
	

	
	4. Maintain communication with partner organizations.
	Rebecca Theobald, Steve Jennings
	
	* Time to attend meetings

* Resources to contribute to shared activities.
	
	
	

	
	5. Have effective interaction with host institution and ensure National Geographic guidelines are realized.
	Rebecca Theobald
	
	
	
	
	

	
	6. Publish opportunities and guidelines for financial support for educators broadly.
	Rebecca Theobald, Leadership Council
	Josh Hendrickson
	
	
	
	


Goal 4. The organization builds and strengthens its structure to support the work and people.
Strategy 2. In order to make sure the alliance is healthy and functioning, explore partnerships and secure funding.

Outcome: We will be successful when . . . 

	From 2012 (Current State for this Strategy)
	To 2015 (Desired Future State for this Strategy)

	1. Reliance on endowment payout from National Geographic Education Foundation.
	1. Strong relationships with multiple funding sources for operations and projects.


	Key Success

Measure
	Objectives: Measurable tasks undertaken to realize strategy - how will we achieve our desired outcome? 
	Tactics: Tools used to achieve objectives
	Status

Track progress – Where are we?

	
	
	Who Leads?
	Who Helps?
	Resources Needed?

Time, Materials, Funds
	Start

Date
	Due

Date
	

	
	1. Develop long-range financial plan to ensure the alliance meets its strategic plan.
	Leadership Council
	Staff
	
	
	
	

	
	2. Identify potential funders (e.g. GIS professional group, GIS corporations, National Science Foundation, US Department of Education, Colorado Department of Education, foundations).
	Rebecca Theobald
	Staff,
Leadership Council
	
	
	
	

	
	3. Prepare funding proposals and meet with potential funders.
	Rebecca Theobald
	Staff,
Leadership Council
	
	
	
	


VII.
Organizational Design

A. Membership
COGA is a membership organization that is open to anyone who is interested. There are no dues and anyone can participate in the programs offered. However, we focus on serving teachers of geography and other disciplines at all levels, professional geographers, and friends of geography. COGA programs and activities are open to all, regardless of past involvement with COGA. Inclusion on the listserv (or email list) constitutes COGA membership.

B. Administration
Leadership Council

The Alliance will be guided by a voluntary Leadership Council comprised of active members whose purpose is to steward the organization through careful adherence to its mission, vision, and values. The Leadership Council is made up of various stakeholders in geography education. Leadership Council composition, responsibilities, and other details are included below in the section entitled “Leadership Council Guidelines.”

Committees

The implementation of COGA’s strategic goals will be directed by volunteer committees.  Committees will be appointed and organized annually Initial committees may include: Community Outreach/Partnerships, Educational Programs, Fundraising, and Finance. The committees’ foci will be reviewed annually to ensure that they are appropriate, given changing needs or priorities. New committees can be established as recommended by the Leadership Council.

Regional Liaisons

In order to encourage a presence for COGA across Colorado, a regional liaison may be identified for geographic regions in the state. Liaisons may be affiliated with an institute of higher education, a school district, organizational entity, or an individual, provided they have the necessary commitment and administrative support. Compensation for liaisons will be determined based on the priorities determined by the Council. Liaisons will serve as points of contact for COGA members in the region and will serve as ex officio voting members on the Leadership Council.

Management

Daily operations of COGA will be managed by two individuals that serve either as Co-Coordinators or as a single coordinator and a program manager. (The term “Coordinator(s)” will be used in this document to refer to either condition.) The Coordinators are accountable to National Geographic, the host institution, and the Leadership Council and are expected to provide timely reports to National Geographic and to the Council on Alliance activities during Council meetings.

Essential duties and expectations of these individuals will be divided and shared, based on the skills, interest, and expertise of the individuals, regardless of the titles used. One individual will serve as the Academic Coordinator and the other as Program Coordinator. Duties of each are outlined below, as well as shared duties that can be divided as appropriate. As long as all of the duties are covered and clearly divided, the division below does not need to be rigidly maintained.  Any additional staff as contractor or employee will be supervised by the Coordinators.
Academic Coordinator:
1. Provides geographic expertise and content knowledge of discipline

a. Professional geographer

b. Serves as primary content provider during professional development activities
2. Responsible for institutional (university) relations
3. Acts a instructor of record, as needed, and writes course descriptions
Program Coordinator:

1. Communications 

a. Maintains regular contact with Leadership Council and regional liaisons.
b. Maintains COGA website with pertinent and relevant information. 

c. Supports and encourages partnerships in cooperation with Outreach Committee.
2. Administration

a. Maintains budget (sign-off privileges - may be a designated person at the institution), writes contracts, pays bills, etc. 

b. Implements program marketing plan and maintains communication with membership via emails and/or listserv.
Shared duties:

1. Funding
a. Collaborates with (to be named) Committee to identify relevant programming to help advance goals.  These programs, in turn, help to inform the type of research necessary to identify potential funding sources whether public, grant, or sponsorship.  Working with the committee to make connections, conduct in-depth research or site visits will also be a part of the function. All applications will be led by the Coordinators.

2. Planning 

a. Convenes strategic planning session with COGA Leadership Council once a year.
b. Supports Leadership Council in carrying out the strategic plan, new initiatives and programs.
3. Outreach

a. Attends and presents at meetings and conferences to represent COGA.
In addition, COGA may have other personnel to assist the two Coordinators.  Depending on the situation, this could be a graduate student or an administrative assistant.  If personnel are not available, these duties will be subsumed by the Coordinators or by a volunteer member of COGA.

Additional Personnel:
1. Communication

a. Maintains data base

b. Maintains daily e-mails

c. Edits materials and creates newsletters
2. Logistical

a. Orders food, arranges facilities for events
b. Manages publicity

c. Prepares handouts 

d. Makes logistical arrangements for Leadership Council Meetings
3. Duties as assigned and agreed upon
C. Physical Location of COGA
Historically, COGA has been housed at universities in Colorado, including: University of Colorado Boulder, University of Northern Colorado, University of Denver, and University of Colorado Colorado Springs based on the home institution of the principal investigator for the grant. The location of COGA will move when and if the Leadership Council, in coordination with the Coordinators, deems that a change is necessary. Coordinators could be located at two different institutions.
D. Leadership Council Guidelines
The purpose of the Leadership Council (LC) is to provide a model of shared leadership offering direction and stewardship to COGA.  Its job is to guide the organization through careful adherence to its mission, vision, values, and strategic plan.
Tasks and Responsibilities

1. Attend Leadership Council meetings, virtually or physically, three times per year, including one strategic planning meeting. Every Council member must try to attend the strategic planning meeting, preferably in person.

2. Communicate the interests and concerns of individuals with whom they are familiar, such as teachers, administrators, policy makers, parents, business leaders, and geographers.

3. Provide guidance and recommendations regarding long-term programs.

4. Review and make comments on draft work developed by the Coordinators.

5. Review the budget during LC meetings and provide input on the planning and funding of activities and/or products.

6. Periodically review the purpose, tasks, and responsibilities, expectations, composition, and terms of office for the LC to ensure that the organization of the LC represents the members’ concerns and interests in the current phase of work of the Alliance and advances the reputation, credibility and access of the organization.

Expectations

1. LC members will make every effort to attend meetings, physically or virtually. Any member who is absent for three consecutive meetings without justifiable cause may be replaced. The Leadership Council may appoint a COGA member to fulfill the unexpired term.

2. LC members will respond to requests for reviews and comments in a timely manner in order to support the Alliance in managing projects, such as professional development activities, communication with specific audiences and the general public, and development of additional resources to support COGA’s work.

3. LC members will consider the needs of all levels of education and all regions of the state when making decisions for the Alliance.

4. LC members will seek input from colleagues and others interested in geography education to identify their concerns and interests for advancing the work of the Alliance, sharing what they are hearing at LC meetings and with the Alliance Coordinators.

5. LC members will chair, serve on, and/or engage others to serve on COGA Committees.
Composition of the Leadership Council

There will be at least nine members on the Leadership Council, which could include regional liaisons. The LC is comprised of a team designed to be representative of all levels of geography education in the state and people who are passionate about geography. Council members will serve three-year terms.  Each year, a Council chairperson will be selected to serve as the primary contact between the Coordinators and the Council and to lead the Council.

The Leadership Council will be comprised of the following. (Note that these are not prescriptive, explicitly representing a constituency, but rather recommended or suggested.)  When recruiting members of the LC, attention needs to be paid to geographic and other types of diversity so that multiple perspectives are voiced.
1.  Elementary teacher

2.  Middle school teacher

3.  High school teacher

4.  K-12 teacher at large

5.  K-12 administrator with experience in curriculum and/or staff development

6.  Higher education representative with a degree in geography
7.  College of Education representative
8.  Member of environmental or social studies organization

9.  Business representative and/or fundraising expert
10.  Geospatial technology expert
11.  Geography student
12.  K-12 retired/active as institutional memory

13.  Up to four regional liaisons. (These individuals may also satisfy any of the recommended positions above.)
Decision Making/Voting Rights

1. Decisions will be made based by majority vote.  An effort will be made to come to consensus, but ultimately majority vote will prevail.

2. A quorum constitutes one more than half the number of members for the Council meetings.

3. All LC members have voting rights.
Terms of Office
1. Members serve a three-year term. Members may serve another three-year term if another term of office supports the diversity of membership or projects.

2. Efforts will be made to rotate the term of office to provide consistency to the LC for conducting business.

3. Staggered or shorter terms may be created as needed.

Method of Selection

1. The Leadership Council Chair will communicate with the LC to announce openings on the LC and set up a recruitment process.

2. New terms will begin July 1, or when practical.

Mode of Operation

1. Council meetings will be held three times a year.

2. The Leadership Council in cooperation with the Coordinators will:

a. Determine the agenda for Council meetings.

b. Determine annual priorities.

c. Establish task-oriented working groups or Committees. 

d. Ensure that all decisions are carried out according to the strategic plan.

Committees

Committees may be established initially and modified as determined by the Council.
Subcommittees and task forces may be established as necessary.

Council members are expected to serve on and/or chair a committee.

E. Amendments
The organizational framework may be amended by majority vote of the Leadership Council. Proposed amendments shall be made in writing and submitted to the Leadership Council.
VIII.
Financial Plan

A. Funding Model: The right approach for our Alliance

Currently, COGA relies on major grants from a handful of sources to fund its operations.  Our model is referred to as the “Big Bettor”. Often, and currently this is the case with COGA, the primary donor is also a founder, creator, or igniter (National Geographic) who wants to tackle an issue that is deeply important to that person or organization.  Though modest, COGA has enjoyed financial backing from National Geographic and in-kind support from The University of Colorado Colorado Springs to support its mission. COGA has the potential to attract significant funding because of its unique position in the state; its focus on an important topic to a select group of foundations, corporations, and individuals; and its approach to advancing geographic education as an alliance. As a volunteer organization, it has limited resources, staff, and infrastructure to work with when it comes to fundraising. In order to attract significant financial resources, necessary to advance this plan, COGA must target its fundraising work carefully and strategically. A few critical questions will guide our work:
· How are we creating a tangible and lasting solution to advancing geographic education in the state of Colorado? (See imperatives and goals)

· How will we clearly articulate the way we can use large-scale funding to achieve our goals? (We recognize that “large-scale” is relative – in our case is less than $1 million)

· Who are the foundations, corporations, and wealthy individuals who would naturally be interested in our issue and approach? Understanding donor motivation will be critical to our success in identifying potential funders over time.

B.  Current State

COGA’s core funding of $128,700 comes from the two sources mentioned earlier:

National Geographic annually offers COGA the opportunity to apply for approximately $90,000, depending on the endowment payout level from National Geographic Education Foundation.

The University of Colorado Colorado Springs (UCCS) provides approximately $38,700 of in-kind support through its waiver of Facilities and Administration charges.  

In addition, there is minimal income from the sale of the AP Human Geography Test Bank and extended studies fees from teachers for professional development credit.

We believe the motivation for National Geographic to support the Colorado Geographic Alliance is to have a voice for geography in the state, especially at the policy level.  The motivation for UCCS to support COGA is to increase its research grant income and to have a face in the community for the institution in the area of K-12 education.

As we consider our funding approach, we see two priorities:

1. Preserve and strengthen our core support

2. Define natural “matches” and approaches to secure new funding to advance our key priorities.  Realistically the kinds of entities interested in this type of work are institutional: government granting organizations, foundations, and corporations.  
C.  Funding Strategy

Our funding strategy to advance this plan is rooted in our mission, vision, goals and capacity. We will be focused on identifying and nurturing a small, but potent community of donors comprised largely of institutional supporters who care about our work and direction. We will also carefully seek leveraged opportunities to partners with other Alliances for joint funding as appropriate. Finally, we will explore the potential for bequests from interested educators to ensure COGA’s longevity; we believe we could do this in concert with National Geographic with an eye on bolstering our endowment there.  
We will actively engage with the National Geographic Education Foundation so that we are keenly aware of funding opportunities on the horizon. By monitoring Federal Notices of Funding Availability (NOFAs and RFPs), we will stay in front of funding deadlines and keep an active list of potential prospects to work with. We will also look carefully to the corporate sector to identify potential partners, particularly in the arena of geospatial technology and workforce readiness. Finally, we will quietly encourage interested educators passionate about geography to consider the potential for some kind of bequest to support our long-term viability. 

While there may be potential for financial support from select individuals, it is not appropriate for COGA to attempt to develop a traditional individual giving program and all its components parts such as annual fund, special events, and direct response fundraising at this time. That said, once things are humming, we may eventually explore the potential for creating a Hall of Fame Event that would honor a long-term supporter of geography, and an up-and-coming geography educator, etc. which could be a fundraising and outreach opportunity as well.  There should always be an opportunity for individuals to contribute to the health of the Colorado Geographic Alliance.

The items currently highlighted in green on the plan are covered by the core funding from National Geographic and UCCS.  Additional funding would be needed to address consistently other areas of professional development, creation of resources, field experiences, and technology support.  An expansion budget could include work for pre-service interaction and support, including developing a network of preservice teachers through geography and education classes, convening the network, developing relationships with Colleges of Education, creating a presence for COGA in student teaching, and implementing a research project with formative, summative, and longitudinal assessments.  A rough estimate is $670,000 over three years.

An expansion budget could also include work on professional development and work in the classroom for geospatial technology and STEM programming.  Resources could include a dedicated staff member who would provide support for teachers in schools, understanding both geospatial technology as well as information technology issues.  There is a need to connect the network of teachers using and those wanting to use technology, building the field for teachers using geospatial technology.  Focused workshops on a school or district level should be available throughout the state of Colorado on a regular basis.  Additional research could be done on how students learn with a combination of traditional and technological learning compared to those students who do not have technology incorporated into their classrooms.  This would cost approximately $500,000 over three years.

COGA needs to determine what its priorities are in terms of moving forward in search of additional funding, while keeping its core funding intact.
XI.
Assessment and Evaluation

The way we have been thinking about the assessment is assessment of the plan.  Is it assessed on impact?  This is difficult, without some kind of standard quantitative measure.  There is the possibility of using, as a starting place, more qualitative analysis.  Kimberley likes to use qualities that Jim Collins talks about – superior performance.  This could tie in discussing what is prioritizing – what would be superior performance, how do we know what success looks like?

National Geographic is concerned about immediate impact, rather than waiting for teacher professional development to bring results (those have been effective, but limited).  Danny Edelson focused on policy efforts and developing a strong teaching corps, as well as producing quality resources, and creating a demand for geography education through having good materials and building community.
National Geographic does not think teacher professional development across the alliance network will have immediate impact, because there is no funding to scale the current effective approach, and there is no alternative at this time that can be scaled economically.  We should now engage in research and development on other models

X.
Appendices


A.  Strategic Planning Team


B.  Leadership Council


C.  Founding Documents


D.  By-laws
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