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“Focus on Longmont: Share your vision, create our legacy”1 addressed the city’s 

challenge of achieving a balance between the revenue and the expenditures 

needed to sustain its capacity to provide the levels of service desired by its resi-

dents. Because of the importance of this initiative to Longmont’s future, the city 

engaged a broad cross section of the community to develop, and eventually imple-

ment, this citywide strategic plan.

To set direction for a city of almost 90,000, the city assembled a 34-member 

coordinating committee that guided the Focus on Longmont process. This com-

prehensive effort included two rounds of individual interviews with nearly 100 

people, 15 community conversations with nearly 350 people, and a community 

summit of 200 people. Through the Appreciative Inquiry (AI) process, commu-

nity members marshaled their collective imaginations to explore ways to break the 

city’s economic dependence on the growth and outward expansion that is typi-

cal of cities along Colorado’s Front Range, and worked together to define the city’s 

strengths and residents’ common ambitions for the future. What emerged, in addi-

tion to a 40-page report and five strategic directions, were community pride, a 

shared vision, energy for action and a belief in the community’s collective capacity 

to create a bright future.2 

During the Focus on Longmont process, the community acknowledged the city’s 

roles beyond that of simply providing municipal services. They identified the value 

of facilitative city leadership and how the city advocates for and supports com-

munity action. Participants expressed appreciation that their city government 

1 http://www.ci.longmont.co.us/focus
2 http://www.ci.longmont.co.us/focus/pdfs/fol_Report_20906.pdf

On Becoming an Appreciative City
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In 2006, the City of 
Longmont, Colorado, USA, 
completed its Focus on 
Longmont strategic plan 
to ensure that Longmont 
continues to thrive as 
a viable, freestanding 
community. Since then it 
has become an appreciative 
city through extensive and 
detailed use of AI in key 
areas like strategic planning 
of the Police, Fire and 
Purchasing Departments, 
community branding, and 
the development of an arts 
district.
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embraces an entrepreneurial style and encourages employees to be personally 

responsive to community needs and trends.

Focus on Longmont and that initial AI experience has had a profound influence on 

how the City of Longmont carries out its responsibilities as a municipal govern-

ment today. Focus on Longmont laid the foundation, both in terms of internal AI 

capacity and a track record of success with AI, to adapt AI to different purposes 

for the city. What follows is the rest of the story: how the city has continued to 

embrace and adapt AI for strategic planning, preserving and allocating limited 

resources, and transforming the organization’s culture to embrace cross-depart-

mental and community-wide involvement in all aspects of city government.

Not only does the City of Longmont story illustrate how AI can be an invaluable 

tool in the municipal role of service provider, but also in its broader leadership roles 

as facilitator and convener for collective community action. For this story, we con-

ducted interviews with city staff and community members who led, facilitated or 

participated in the featured appreciative-based workshops. We have also show-

cased how cities can use appreciative approaches in carrying out their different 

governance roles:

 • City as service provider – providing government programs and ser-

vices directly to residents, plus internal support services that ensure the 

transparent and effective management of public funds

 • City as facilitator – helping people work together in more coordinated, 

efficient and effective ways

 • City as convener – acting as a catalyst to bring community members 

together to explore issues and create solutions

The City as service provider

Public safety strategic planning: Strategic planning using the 4-D elements

Providing for the public safety through police and fire services is one of the most 

vital core functions of city government. But in Longmont, as in every city in the 

world, there simply is not enough money to put a police officer and a fire engine 

on every street corner. Cities must find ways to deploy their limited public safety 

resources to provide a high level of service at a reasonable cost.

Police strategic plan

The Longmont Police Department has a history of strategic planning and of engag-

ing community members in that effort, a concrete expression of the department 

motto “Policing in Partnership with the People”. During its most recent strate-

gic planning process, Assistant City Manager Sandi Seader, one of the city’s lead 

facilitators, worked with Public Safety Chief Mike Butler to introduce AI into the 

strategic planning process. Although community members had been engaged 

in previous police strategic planning efforts, Seader advocated that by using the 

AI process the chief might be able to move closer to his vision for creating a safe 

AI Practitioner November 13 Roney: Focus on Longmont
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community. That vision includes the community sharing responsibility for its own 

safety and having realistic expectations of what the police – and fire – depart-

ments can deliver.

In the first iteration of the most recent strategic plan, the issues were framed fairly 

broadly. Categories of concern solicited from police officers and professional staff 

– issues such as cyber crime, homelessness, mental health and use of technology 

– were presented, and the group was asked what the correct and proper role for 

the Police Department is in addressing those issues: “What does the department 

do well now in handling this issue?” and “If the department performed perfectly on 

this issue, what would it look like?”

Once the Police Department’s role in those issues was delineated, the questions 

were turned back to the community: “What does the community do well now in 

handling the issue?” and “If the community performed perfectly, what would it 

look like?”

Microcosms of community sentiment

The power of the resulting strategic plan comes from the wide range of individu-

als involved. Police officers, city residents, community and business leaders, and 

other city staff were mixed in “improbable triads”.3 Each discussion table com-

prised two triads with a unique mix of people who would otherwise never have 

come together, for instance a police commander, a Latino shop owner, a staffer at 

a mental health agency, a city finance department employee, and a retired school-

teacher who, together, provided a microcosm of community sentiment on each 

issue.

3 This is building on the term “improbable pairs” which Paul Andrews brought to the AI field 
through his award-winning film of the same name. For more information, go to www.improbable-
pairs.com.

Once the Police 
Department’s role was 
delineated, the questions 
were turned back to the 
community.

AI Practitioner November 13 Roney: Focus on Longmont
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Going into the process Chief Butler was somewhat apprehensive that the “desired 

state” for people feeling safe would be to have more police officers on the street 

plus a thousand other things that the Police Department should be doing. But that 

is not what happened. What the department found was the community’s tremen-

dous respect for what the police do and that, given the opportunity, people will 

take responsibility for themselves. The Police Department took the community’s 

concerns seriously and found some ways to amplify the existing police presence 

without more officers or more money.

For example, representatives of the Neighborhood Group Leaders Association4 

who attended the strategic planning session noted that it seemed that police offic-

ers were moved around the city, and people never got to know their “beat” officers. 

So, very soon thereafter, the beat officers began attending neighborhood meet-

ings. Just that small act that came out of the AI process has made a big change in 

how safe residents feel, and it required no additional resources.

Fire strategic plan

About five years ago, the City of Longmont combined its Fire and Police opera-

tions into a single city department – Longmont Public Safety – in order to achieve 

administrative, communications and support services efficiencies; promote 

leadership development; and maximize its collective resources in serving the 

Longmont community. The city’s Fire Department had historically operated within 

a fairly traditional service delivery system and organizational culture. The new 

public safety chief (formerly the city’s police chief) set in motion a process to 

transform the Fire service culture into one that inspires innovation and encourages 

silo-busting to create new partnerships while still honoring its rich traditions and 

special expertise.

The first step in creating a Fire strategic plan under the new organization began 

with fire staff focus groups conducting a traditional SWOT analysis. Elise Flesher, 

research and development manager for public safety, who served as a co-lead for 

the Fire strategic planning process, describes that effort as “just a lot of venting”. A 

few weaknesses that needed immediate attention were corrected, but no path for-

ward emerged from that effort. “Negativity is incredibly contagious,” says Flesher. 

“It just spirals and ultimately leads nowhere.”

Recalling how successful the AI process had been in developing the Police 

Department’s strategic plan, the department decided to design a planning process 

for the Fire service centered around AI. The chief brought together a cross section 

of Fire personnel, other members of the Public Safety Department, city staff, and 

community members.

Flesher reports that staff of the Fire Department did not initially embrace this 

effort, but most of them eventually came around. The shift occurred because of 

how enthusiastic participants from outside the Fire Department were about the 

4 http://www.ci.longmont.co.us/cnr/neighborhood/ngla.htm
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opportunity to be part of the planning effort; it was contagious. At first, Fire staff 

sat in the back of the room and did not participate. But when they saw the genu-

ine interest in and appreciation for their profession and the gratitude of the com-

munity for being included in the process, Fire staff felt supported and began to 

engage.

Working side by side with people from outside the organization and seeing how 

they could form productive relationships was one of the most worthy results. Fire 

Department staff had not been involved with others in a situation like that before − 

it was a big “ah-ha” for them. Fire staff were re-energized by what they heard from 

the community; the one-on-one conversations and interactions were invaluable. 

“People want to be in this line of work to do something meaningful,” says Flesher. 

“It was great for them to see that what they do matters.”

Shifting the focus to opportunities

The Fire strategic plan is still a work in progress. There has not been uniform 

acceptance of AI and the inclusion of people from outside the Fire Department in 

the planning process. It is a very conventional culture steeped in long tradition, and 

its members can be resistant to change. The great promise of AI in creating the 

shift is in the focus on opportunities.

The city learned some valuable lessons during this effort about how to conduct an 

AI process. While many AI processes involve self-managed small group work, the 

city used table facilitators for the Fire strategic plan. Flesher observed that skilled 

table facilitators who have some knowledge of the subject matter; in this case, 

knowing how the Fire Department operates made a big difference in the quality of 

the facilitation. The facilitators who understood the issues and the personnel were 

able to ask more probing questions and got much richer results than those who did 

not.

Although it may seem obvious, the city team also experienced the importance 

of making it very clear to participants from the beginning what it was trying to 

accomplish. “People will engage in much deeper and more interesting dialogue if 

they know what it’s leading to,” says Flesher.

Creating a common vision built on strengths

AI works, Flesher believes, because “it emphasizes the development of relation-

ships; other types of facilitation don’t.” She has found that using AI to create a 

common vision that builds on strengths and opens up opportunities has been very 

effective in getting people going forward on the same path.

According to Sandi Seader, who co-led the Fire and Police strategic planning pro-

cesses, the major transformation that came about from both strategic planning 

efforts is that the community began to really understand what it is that police 

AI Practitioner November 13 Roney: Focus on Longmont

‘People will engage in 
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interesting dialogue if they 
know what it’s leading to.’ 
Elise Flesher, Longmont R 
and D manager for public 
safety

Focus on Longmont: getting all the dif-
ferent voices in the room
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officers and firefighters do and the value they bring to the city. “Once you under-

stand the physical, technical and medical training that firefighters go through, 

you’ll never again call the Fire Department to get your cat out of a tree,” she says. 

“People expect government to do everything,” she adds. “To have that under-

standing of what government really can and should do is priceless.”

Purchasing division: Results-oriented planning and implementation

Government’s ability to serve its residents responsively and effectively is linked 

inextricably to the internal support system of services that ensure transparency 

in how public funds are managed. Public service is a unique field that requires its 

employees to adhere to a standard of fairness and integrity that is beyond ques-

tion, and the city must conduct all its business in a fair, transparent and account-

able manner. Toward that end, Longmont’s Purchasing and Contracts Division 

operates by numerous codes, policies and procedures to ensure sound business 

practices; however, both city employees and vendors sometimes found these poli-

cies to be cumbersome and difficult to follow.

As part of an overall organizational improvement initiative, the city’s purchas-

ing manager, Danielle Hinz, led an effort to assess the division’s key functions 

and to develop a strategic plan for improving its operations in support of internal 

customers.

To begin the assessment, 40 city employees and vendors were invited to take part 

in an AI-based workshop to tell Purchasing staff what the division did well and what 

improvements they would like to see. Discussion tables were organized around 

five categories (municipal code, solicitation, contracting, construction, purchasing 

cards/training), and Purchasing staff were assigned to take notes.

Procurement Specialist Tracy Kline was one of those note takers, and he was skep-

tical. “When you ask a group of people who use your service what they think about 

it, you have to be pretty secure with yourself and confident that the information 

they provide will help and won’t be just criticism,” he says. He admits that, having 

never gone through it, some on the Purchasing staff felt very insecure about the 

process.

Keeping the discussion focussed on what is possible

But the process won them over. “One of the great assets of AI is how the ques-

tions are phrased,” he says. “What turned everyone around and prevented it from 

being a bashing session was the phrase ‘in a perfect world…’. It kept the discussion 

focused on what is possible and kept us moving forward toward making positive 

changes.”

But when the day began Kline found himself feeling very defensive. Assistant City 

Manager Sandi Seader, who led the facilitation, made Kline promise to stay quiet 

and just listen and – most importantly – to trust the process. By the time the sec-

ond group rotated to his table, Kline began to relax and engage the participants 

AI Practitioner November 13 Roney: Focus on Longmont
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in positive dialogue. He asked people to elaborate on the things that worked well 

for them and explain fully what their perfect world looked like. “Once I ‘got it’, it 

became really fun,” he says.

At the end of the day there was a LOT of data, and it included some “low-hanging 

fruit”, issues that could be fixed quickly and easily. Hinz also had the information 

she needed to begin a revision of municipal codes on purchasing. She had gone 

into the process thinking that the code changes would be the most difficult and 

drawn-out task, but just the opposite was the case. Because the AI process pro-

vided so much useful, concrete, actionable data, it was the first project she tack-

led. Within nine months the code had been revised, vetted internally, and approved 

unanimously by the city council.

Many of the efficiencies that were suggested, though, required systemic 

changes throughout the city organization, not just in the Purchasing Division. 

Coincidentally, that systemic change was on the horizon.

New systems: Thinking broadly and creatively

Soon after the Purchasing Division completed its AI process, the City of Longmont 

embarked on an RFP (request for proposal) for a new financial and human 

resources technology system, which would turn out to be a multiyear, multimillion 

dollar undertaking. The division found that they could use the rich data from the 

previous AI process in developing specifications for new purchasing technology. 

Kline thinks that if they had not been through the AI process, they would not have 

thought as broadly or as creatively about what they wanted in a new system. Many 

of the specifications that the Purchasing Department included in the RFP for the 

new technology came directly from their AI process.

In reflecting on why they chose AI to accomplish the original goals, Hinz says 

that she wanted to find out where they could improve without having to endure 

an unproductive barrage of complaints and criticism. The wariness her staff felt 

before the facilitation turned into real pride when they heard unexpected kudos for 

the work they do. Hinz says that the appreciation they felt continues to have a posi-

tive effect on her staff and helps them put the occasional bad day in perspective.

Hinz credits Seader’s expertise with AI as contributing greatly to her division’s pos-

itive experience. “One of the benefits of AI is that it uses easy, short questions that 

yield great information, but it requires careful planning,” she says. “You have to 

phrase the questions to elicit the information you need. You want data that you can 

do something with, so it’s important to be clear with your expectations and certain 

of what you want to accomplish.”

Kline believes that one of the greatest outcomes of the division’s AI facilitation 

was that Purchasing staff began to develop relationships with their customers in a 

way that had never before been possible. “These folks were coming into our back-

yard and telling us how to change the way we do business, and we graciously said, 

AI Practitioner November 13 Roney: Focus on Longmont
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‘thank you’. We now have a great connection with the people who went through the 

process with us, and it’s made a huge difference for us and for the municipality,” he 

says.

The City as convener: Compelling the whole to act

Community branding campaign

In 2008, the City of Longmont’s Economic Vitality Advisory Group was charged by 

the city council with preparing an economic development plan. One of the advisory 

group’s recommendations was to develop a consistent and authentic marketing 

campaign that promotes Longmont as an ideal place for commerce and as a desti-

nation location. In other words: branding.

Although the advisory group recommended that a consultant be engaged to over-

see the community-wide branding effort, with a budget of $70,000 to $90,000, 

the economic downturn made such a budget unfeasible. Assistant City Manager 

Sandi Seader worked with staff in the city’s Economic Development Department to 

develop a process by which the branding research and development could be con-

ducted internally by city staff. From the beginning there was no doubt that it would 

be an AI process.

As this was to be a true community brand, it was important to engage all segments 

of the community. Over four months in 2010 focus groups were held with repre-

sentatives from small businesses, economic development organizations, educa-

tion, real estate, social services, health care, the visitors association, the chamber 

of commerce, city employees, local residents and people who live outside the city. 

In total, approximately 240 individuals were interviewed in these focus groups 

and individually at 14 community events. An additional 2,000 residents answered 

questions on a written survey.

AI Practitioner November 13 Roney: Focus on Longmont
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Across all the focus groups and individual interviews, a few key questions were 

used to discover what Longmont does well and what a successful branding cam-

paign would look like. Senior Planner Erin Fosdick was one of the facilitators at 

many of the focus groups. She says that using AI techniques “really helped us 

focus people on the positive from the outset. It’s easy to say what we [Longmont] 

don’t want to be, but by using AI, people didn’t have an opportunity to be negative. 

It shifted the focus.”

Those interviewed universally expressed their appreciation not only for Longmont 

but for being asked what they thought about it. “Just as negative energy feeds 

negative energy, the positive energy inspired more positive conversation,” Fosdick 

says.5

While this project was daunting in many of its aspects – engaging the sheer num-

ber of people who participated took a great deal of work – the use of AI gave the 

city a chance to explore the commonalities among its many sectors.

Creating an authentic community brand

The AI process also enabled the city to get the information it needed to create its 

own branding campaign at a tiny fraction of the cost of a consultant. The money 

available for branding was used, instead, to hire professional photography and 

design services to implement the campaign. Doing the majority of the work in-

house for just a few hundred dollars, with a broad spectrum of the community, 

helped provide insulation from criticism of the campaign. After all, no one is better 

positioned to create an authentic community brand than the community itself.

5 To see what people who live in Longmont have to say, go to the video interviews Rhythm on the 
River and Sunset Pool. And see http://www.youbelonginlongmont.com
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The appreciative approach used during this process even spilled over to the city 

council. After participating in one of the focus groups, the then-mayor, Bryan 

Baum, began asking every citizen who stood to speak during “public invited to 

be heard” segments at council meetings to first state one thing they like about 

Longmont. That small pause for appreciation of the city changed the tone of that 

segment of council meetings. People who came to complain about what they saw 

as a deficit seemed genuinely glad to point out something the city was doing right. 

The City as facilitator: Transforming a broad vision into a results-oriented 

plan of action

Longmont Downtown Development Authority Arts and Entertainment District

In 2011, the Longmont Downtown Development Authority (LDDA) concluded 

a visioning process to create an Arts and Entertainment District in down-

town Longmont.6 It involved key informant interviews and community stake-

holder meetings that generated numerous ideas and dreams about downtown 

Longmont’s future as a destination for arts, entertainment and cultural activities. 

This process took place while the LDDA was going through a leadership transition, 

and it was led by a team of consultants and LDDA board members with the City of 

Longmont providing facilitation assistance where needed.

As the Arts and Entertainment District plan was being completed, Kimberlee 

McKee was hired as the new LDDA executive director. Her charge from the LDDA 

board was to make sure that the vision of an Arts and Entertainment District did 

not become another plan that sat on a shelf, never to be implemented.

The consultants’ process had been to talk to 100 people and ask what they wanted 

to see in an Arts and Entertainment District; they got a list of a thousand things 

that the LDDA should be doing. When McKee came on board, she said, “I got an 

86-page plan and had no staff, but I had to move forward somehow.” She quickly 

saw that if anything were to be accomplished, this big, long wish list would need to 

be prioritized, and she turned to Assistant City Manager Sandi Seader and the City 

of Longmont for help. In the original Focus on Longmont citywide plan, having a 

vibrant downtown was one of the five strategic goals, so it made sense for the city 

to lend whatever support it could to facilitate this effort.

They had already completed what in AI are the Discovery and Dream phases, but 

they needed to continue on to Design, to categorize and prioritize all those dreams 

and find out what was really important to people. This was accomplished through 

dot-voting, but with a twist. Not only did the 75 participants in that session use 

each of their four dots to indicate what was most important to them, they also 

had to put dots on the goals they were willing to help achieve. Because of that, 

the broad categories (music, theater, visual arts, etc.) turned into subcommittees 

for which people could volunteer to move their area of interest forward, and the 

results of the dot-voting became the plan.7 Items with the most votes went into the 

6 http://www.downtownlongmont.com/
7 http://www.ci.longmont.co.us/economic/redevelopment/documents/artsandentertain-
mentstrategicreportandactionprogram.pdf
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one-to-two-year plan; the next most important became the three-to-five-year plan; 

items with no votes went into the “we’ll-check-in-on-this-later” category.

Following this project, McKee again enlisted the city’s help to incorporate the Arts 

and Entertainment plan into the LDDA’s overall strategic plan. At a board retreat, 

an AI-based session was held to help the members envision and plan for the future. 

McKee says that asking “if downtown were perfect what would it look like?” led to a 

very deep conversation with a board that did not do a lot of talking. “It was a magi-

cal question,” she says.

Alex Sammoury, a Longmont City Council member and liaison to the LDDA board, 

notes that the board members were all engaged in the discussion, which had not 

previously been the case. “The positive, nonthreatening atmosphere made it more 

comfortable for people to share their thoughts and opinions,” he says.

Board members added their ideas on what would make downtown perfect to 

a large chart. Seader and McKee added the top priorities from the Arts and 

Entertainment plan on a different color paper. Board members then categorized 

and dot-voted on all the items.

“There was something about the different color of paper for the Arts and 

Entertainment priorities that helped those get a lot of votes,” Seader says. The 

board recognized that those were the things that the community wanted, so they 

voted for them, even if they were not that important to them personally. In that 

way, the goals that were most important for the Arts and Entertainment District 

became incorporated into the organization’s larger strategic plan. And, again, the 

goals that were of the highest priority went into the one-to-two-year plan, the next 

most important went into the three-to-five-year plan, and the rest were put into 

“to-be-revisited-later”.

Flip the negative to positive

McKee notes that in downtown districts it is easy to focus on the negative. Small 

business owners and mom-and-pop shops often struggle. “Having a process that 

flips the negative to what the positive would look like is key. It makes all the differ-

ence,” she says. A newspaper report of the retreat8 features a quote from the city’s 

finance director, an ex-officio LDDA board member, who said, “I’ve come to a lot of 

these retreats, and I think this is the best progress made at a retreat ever.”

McKee thinks the AI-based workshop came to the LDDA at exactly the right time. 

“Everyone came out of that retreat with the feeling that ‘we decided this together, 

we’re in this together, this is going to be great’ instead of feeling that ‘we’re over-

whelmed, there’s too much to do’.”

8 http://www.ci.longmont.co.us/city_manager/documents/TimesCall042811.pdf
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In July 2013,  during McKee’s presentation to the Longmont City Council,9 she 

reviewed the LDDA’s accomplishments since the strategic plan’s creation. Among 

them were the 2012 recognition by the state of Colorado of the Longmont Arts 

and Entertainment District as a Colorado Prospective Creative District, bringing an 

$8,000 grant, a testament to the strength of the underlying plan.10

Keeping sight of the larger picture

“In municipal work, we often do a plan here and a plan there and another plan 

for something else, and lose sight of the fact that they all should connect and 

roll one to the other,” Seader says. “By using the AI Design step for the Arts and 

Entertainment plan then pulling it into the organization’s overall plan, that larger 

strategic plan also reflects the goals and aspirations of the Arts and Entertainment 

District. Now, all the LDDA’s efforts are focused in the same direction.”

In this case, “There wasn’t an agenda that the city was trying to push,” Seader 

says. “The city was a neutral facilitator; it was the LDDA board’s dream. But being 

part of the process increased the trust between the LDDA and the city and helped 

us both achieve our goals.”

Seader says that using the AI process works because what comes from it “repre-

sents everyone’s collective dream. Good city leadership is helping people realize 

their dreams; if you only problem-solve, you never get to the dream.”

Council Member Sammoury, who attended an AI training session, continues to use 

AI techniques in all aspects of his professional life, particularly in mediations. “I’m 

often faced with angry people. Starting out by finding something positive calms 

the anger and creates a calmer, more productive discussion,” he says.

Summary

People often become involved in public service because they are trying to solve 

problems for other people and ultimately to build a better community. However, 

the problem-solving focus, especially in municipalities, can lead to a very narrow 

perspective of the issues to be addressed. One of the great benefits of AI, and 

one that has been of tremendous value to the City of Longmont, is that instead of 

focusing on the immediate problem, we are framing the issue in terms of a desired 

future state and looking at how to change the larger system.

Within the City of Longmont now, even in routine meetings, participants who 

have experienced the AI process but have no training in it spontaneously ask the 

questions such as, “What are we doing well?” and “How would this work if it were 

perfect?” People throughout the city organization and the Longmont community 

are much more forthright about dealing with issues and more energized about 

what is possible in the future. The community continues to recognize the city 

9 For further information, watch the LDDA video.
10 http://www.timescall.com/ci_20140019/
longmonts-arts-district-earns-prospective-creative-district-designation
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government’s commitment to involving community stakeholders in its planning, 

and members of the public are willing and eager participants in helping create and 

execute a shared vision for the future of their city.

“That’s the promise of AI for municipalities,” Seader says. “It’s easy for city 

employees to get so focused on the many immediate demands of ‘right now’ that 

we miss the bigger community picture, which is what we’re really here to take care 

of.”

Longmont’s step-by-step AI-based workshop for lightning-fast planning

1. Gather a group of people who are your customers, friends, staff, and 

most importantly, your naysayers. Make it as diverse a group as possible. 

The number of people you will need depends on the nature of your effort, 

but be sure to get all the different voices in the room.

2. Ask the group what is happening really well right now with the process/

service/issue.

3. When you think about the future, if life were perfect with this process/

service/issue, describe what it would look like. Tell the story, write it down, 

act it out … convey it the best way you can.

4. Categorize the individual dreams and look for synergy to arrive at the col-

lective dream.

5. Define and explore categories so that you truly understand what people 

are looking for.

6. Have people dot-vote on the categories to create priorities.

7. Now have staff work on developing and defining actions to implement the 

direction. And that’s your plan!

‘It’s easy for city 
employees to get so 
focused on the many 
immediate demands of 
“right now” that we miss 
the bigger community 
picture, which is what 
we’re really here to take 
care of.’ Assistant City 
Manager Sandi Seader
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