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A. PURPOSE

The purpose of this document is to present a work plan for Gaston-Shaffer’s strategic planning
contract with New Horizons Regional Education Centers.

B. BACKGROUND

The New Horizons Regional Education Centers (NHREC) is operated by the six Peninsula
School Divisions to provide educational services that are most efficient to implement through a
regional partnership. Located on five sites, NHREC hosts the following centers:

Career and Technical Education Center
Governor’s School for Science and Technology
Center for Autism

Newport Academy

Center for Apprenticeship and Adult Training
Youth Workforce Center

Family Counseling Center

NHREC'’s current strategic plan, Boldly Go 2025, is scheduled to conclude this year. The current
mission is: New Horizons trains and educates a competitive, future-ready workforce that is
college and community ready. The current vision is: New Horizons is a premier regional
education organization that aspires to be a model for the Commonwealth and the country
offering specialized programming to create empowered individuals and a world-class workforce.
The current strategic plan has five strategic priorities: equity, experience, engagement,
collaboration, and career readiness, and each center is guided by one or more goals under each
of these strategic priorities.

C. APPROACH

To establish their new strategic plan, NHREC would like to conduct a comprehensive,
community-wide strategic planning development process with input and participation from
internal and external stakeholders across its learning community.

Gaston-Shaffer will facilitate an active and engaged strategic planning process for NHREC that
invites and engages internal and external stakeholders from across all sectors of the community.
Feedback garnered through community consultation will inform strategic planning. Internal and
external stakeholders will participate in focus group sessions and online surveys, where they
identify their vision of a student at NHREC, what they want to accomplish through the
educational process, and what they are passionate about having students achieve. This
thorough community engagement process will provide a rich narrative from which the strategic
planning steering committee will identify goals, objectives and strategies to produce a strategic
plan that the entire learning community can get behind. An accompanying measurement
framework will provide key performance indicators that are measured and reported each year to
gauge plan progress and success and to share that progress with the community.


https://nhrec.org/about-us/boldly-go-2025-strategic-plan/

D. WORK PLAN

What follows are the essential tasks for developing and establishing the new strategic plan and a
timeline for conducting this work. Necessary actions by NHREC are presented in italics.

D.1 Strategic Plan Launch

Gaston-Shaffer prepared a draft announcement of the launch of the planning process that may
be adapted by NHREC for public communications (see Appendix A). See timeline for
recommended posting date.

- NHREC shall announce that they have contracted with Gaston-Shaffer to undertake the
strategic plan. NHREC shall post information about the strategic plan development on its
website and through its social media.

- The announcement shall include a call for participation in the strategic planning process.
NHREC shall collect names and contact information for individuals volunteering to
participate in strategic planning and consider them as potential focus group participants
or steering committee members.

D.2 Pre-Planning Research
a) Background Research. In preparation for finalizing the protocols and surveys for community
stakeholder consultation, Gaston-Shaffer will review the following background research on

NHREC.

To facilitate this process, NHREC will provide:

Metrics data on previous strategic plan;

List of community partnerships and advisory groups
Programs of study for each program/center

School improvement plans

b) Draft Protocols and Surveys. Based on the kick-off meeting discussions and pre-planning
research (Task D2), Gaston-Shaffer will finalize the focus group protocols and survey
instruments for stakeholder consultation and submit to the Executive Director for final review.

NHREC wiill:

- Review and approve (with or without changes) the focus group protocols and survey
instruments.

D3. Stakeholder Consultation

a) Focus Groups. Gaston-Shaffer will facilitate nine (9) in-person focus group discussions with
internal and external stakeholders. Each discussion will take 60 to 75 minutes. The focus groups
will provide community members with the opportunity to share perspectives of NHREC’s
strengths and areas for improvement and their vision for the education of students served by
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one of NHREC’s programs. Focus group discussions will be facilitated separately by Drs. Gaston
and Shaffer and/or their research associates during a four- to eight-day period. The sessions will
be audio-recorded for transcription and analysis purposes.

- NHREC is responsible identifying, inviting, and confirming focus group participants in
each of the nine stakeholder categories below. NHREC may adjust stakeholder groups
as it sees fit provided the number of focus groups does not exceed nine. Focus groups
may be scheduled in-person or online. Focus groups should be no larger than 15
invitees. Parent/guardian permission’ should be secured by NHREC for students to
participate in the focus groups.

o Students (up to 2 focus groups)

o Staff and faculty

o NHREC administrators

o Board of Trustees

o Superintendent Council members

o Members of NHREC advisory committees, business and industry representatives,
faith leaders, and local government and civic organization leadership

o Parents
o NHREC alumni

- NHREC will coordinate the logistics for the focus group discussions, including making
arrangements for meeting spaces and providing refreshments for participants. Meeting
spaces should be set up in a U or circle layout, with or without tables. For online focus
groups, Gaston-Shaffer will provide a Teams or Zoom link.

b) Stakeholder Surveys. Three separate online community surveys — for community members
(including parents), NHREC staff,? and students — will be programmed by Gaston-Shaffer and
distributed by NHREC to community members participating in the consultations, as well as made
available to the public via the NHREC website and social media. Gaston-Shaffer shall provide
survey links and QR codes to NHREC for distribution purposes. Surveys will be open for a two-
week period; response rates at the midpoint of the survey window will be provided to NHREC so
that targeted invitations can be sent to encourage participation.

- NHREC shall distribute the surveys via internal and public-facing mechanisms, including
social media. Gaston-Shaffer will monitor counts of responses and will share during the
survey administration period so that NHREC can take action to increase response rates.

c) Consultation Summary Report. Gaston-Shaffer will prepare a consultation summary report
that summarizes feedback from the consultation process, providing the division leadership and
steering committee (see D4) with a concise but thorough listing of common and key themes
among each stakeholder group.

! Gaston-Shaffer will provide the school division with an opt-out permission form that can be used for students.
2 School division employees should be instructed to take only the school division staff survey even if they are also
eligible for the community member survey.



D.4 Strategic Framework Development

The goal of this phase is to prepare the strategic plan framework, defined as NHREC’s mission
and vision statements, beliefs/values, goals, and objectives.

a) Steering Committee Recruitment. Community leadership is an essential component of the
strategic planning process, building investment in NHREC’s future plans and ensuring that
NHREC leadership fully understands community needs. Up to 40 recruited stakeholders will
serve on the strategic planning steering committee.

- NHREC will identify and confirm as members of the steering committee up to 40 internal
and external stakeholders; steering committee representation may be drawn from those
who responded to the call for participation from each focus group and from the NHREC
leadership.

- The list provided to Gaston-Shaffer should include name, position/role, organization (if
applicable), email address, and phone number (if available). Stakeholders should be
representative of the nine stakeholder groups identified in D.3.

b) Steering Committee Meeting #1. Gaston-Shaffer will meet with the newly established
steering committee to present results of the community consultation and gather their thoughts
on the desired outcomes of the next plan. During this 2-hour on-site meeting held at NHREC and
utilizing the community consultation results, Gaston-Shaffer will facilitate a high-level SWOC
(Strengths, Weaknesses, Opportunities, and Challenges) discussion, identify and discuss major
strategic issues facing the division, and discuss practical alternatives for resolving strategic
issues. Gaston-Shaffer will follow up with steering committee members after the meeting to
collect additional recommendations as needed.

- NHREC will support this process by scheduling the meeting, inviting steering committee
members and sending them in advance of the meeting a copy of the consultation
summary report; and for the meeting arranging for a meeting room and providing paper
copies of the community consultation report, name tags and/or table tent name cards.

c) Steering Committee Meeting #2. Gaston-Shaffer will reconvene the steering committee to
develop mission, vision, and value statements for the new strategic plan. The meeting will be
held on-site for up to 90 minutes. During this meeting, the consulting team will revisit
consultation themes to inform updating or affirmation of the division’s core values and vision and
mission statements and provide guidance on the direction of goals and objectives. Finally, goal
teams will be established to work on individual goals and related objectives and strategies; goal
team leads must be NHREC leadership team members. If additional time is required, Gaston-
Shaffer will schedule a follow-up online meeting.

- NHREC will support this process by scheduling the meeting, inviting steering committee
members, providing name tags and/or tent cards, and arranging for a meeting room.

- In advance of the meeting, the NHREC Executive Director shall identify members of the
NHREC leadership team to serve as goal teams lead.

d) Goal Team Meetings. Gaston-Shaffer, with the assistance of the NHREC Executive Director,
shall coordinate at least one round of goal team meetings, although teams may meet several
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times in order to finish their assignment: To refine the goal and prepare one or more objectives
to accomplish the goal. Each goal team lead shall be a member of the NHREC leadership team
or a senior staff member. Work during this phase is expected to be highly iterative, with several
rounds of feedback provided by Gaston-Shaffer.

During this phase, Gaston-Shaffer will prepare and submit to NHREC early drafts of the strategic
plan framework. The goal of this submission is to collect real-time feedback from the NHREC
leadership to provide to goal teams.

- NHREC leadership will review and provide feedback on early drafts of the strategic
framework; feedback will be shared by the consulting team with the goal team leads.

e) Strategic Plan Framework. Following the completion of work by the goal teams, Gaston-
Shaffer shall compile and submit to the NHREC Executive Director the final draft of the strategic
plan framework for review and approval.

D5. Plan Monitoring and Measurement

Following the completion of the strategic framework, Gaston-Shaffer will facilitate an online
meeting with NHREC leadership to review objectives and identify key performance indicators
(KPIs) to track progress on strategic goals and objectives. To inform the discussion, Gaston-
Shaffer will present a draft slate of KPIs during this meeting. Gaston-Shaffer will follow up after
this meeting by submitting the finalized KPIs agreed upon during this meeting and provide
recommendations for a monitoring strategy to track progress on the strategic plan.

- NHREC will review and provide feedback on the KPIs.
D6. Prepare Final Strategic Plan

A final draft of the strategic plan will be produced and shared with the NHREC leadership first and
then shared publicly at a School Board meeting. The plan will be written in plain language format,
include graphics and photos, and an attractive design. The Strategic Plan will include an executive
summary and will identify:

Vision and Mission

Values

Goals

Objectives

Strategies

Key performance indicators

Along with the aspects listed above the plan will include:

¢ Documentation of the community consultation phase
e Performance monitoring plan

NHREC is encouraged to post the draft strategic plan for at least two weeks for public comments.
Gaston-Shaffer will update the plan if provided with the public comments and NHREC leadership’s
recommendations. Finally, Gaston-Shaffer will brief the Board of Trustees if requested by the
NHREC Executive Director.



- NHREC leadership will review and provide feedback on the final strategic plan draft.
- NHREC will schedule the consulting team’s presentation to the School Board (optional).



E. PROJECT TIMELINE

The project timeline is presented below. Take note of tasks to be completed by NHREC.

Task Task Details Start Date End Date Party .
Responsible
Strategic Release study announcement on
D.1 Planning . _y . . March 3, 2025 March 7, 2025 NHREC
website, social media (optional)
Launch
Provide G-S with materials to support
planning. The list of materials should
be determined by the NHREC ED and
may include: metrics data on previous
D.2a | Pre-Planning | strategic plan; list of community March 10, 2025 | March 14, 2025 | NHREC
Materials partnerships and advisory groups;
programs of study for each
program/center; school improvement
plans
Pre-Planning
D.2a | Materials Review materials provided by NHREC | March 17,2025 | March 21,2025 | G-S
Review
Protocol and Prepare protocols and surve!
D.2b | Survey rrepare p y March 28,2025 | March 28, 2025 | G-S
instruments for approval
Development
Protocol and Review and approve protocols and
D.2b | Survey .and approve p March 29, 2025 | April 4, 2025 NHREC
survey instruments
Approval
Identify, invite, and confirm focus
Focus Group | group participants and coordinate the .
D.3a S s March 17,2025 | April 4, 2025 NHREC
Coordination | logistics for the focus group
discussions.
Focus Group Facilitate 9 focus group discussions
D.3a | Consultation | ' group April4,2025 | April 23,2025 | G-S
with stakeholders
Community -
D.3b | Surveys Administer 3 surveys to students, April 14,2025 | April 28,2025 | G-S
parents, and community members
Consultation Distrib di
Summary istribute surveys and issue ) .
D.3b Report reminders. April 14, 2025 April 28, 2025 NHREC
Consultation
D.3c | Summary Prepare report summarizing April 21,2025 | May 2, 2025 G-S
Report consultation findings
Steering Confirm up to 40 steering committee
D.4a | COMmittee | members; mustinclude NHREC 1\ oy 40 2025 | April 25,2025 | NHREC
Recruitment leadership team members; provide list
to G-S.
Schedule meeting, invite steering
. committee members and send them
Steering in advance of the meeting a copy of
D.4b | Committee 9 a copy April 28,2025 | May 12,2025 | NHREC

Meeting #1

the consultation summary report;
arrange for a meeting room and
provide paper copies of the




community consultation report, name
tags and/or table tent name cards

Facilitate on-site steering committee

g()eri?nni?tee meeting (#1) to identify mission,
D.4b . vision, beliefs/values, and themes for May 5, 2025* May 12, 2025 G-S
Meeting #1 AN
strategic priorities
*G-S unavailable on May 6-7
Schedule meeting, invite steering
committee members; arrange for a
Steering meeting room and provide paper
Committee copies of the community consultation
DAc Meeting #2 report, name tags and/or table tent May 12, 2025 May 23, 2025 NHREC
name cards. Identify members of the
NHREC leadership team to serve as
goal team leads.
Steering Facilitate on-site steering committee
Committee meeting (#2) to finalize mission, vision,
D.4c Meeting #2 beliefs/%aflue)s, and strategic priorities; May 19, 2025 May 23, 2025 G-S
and identify goals
Coordinate virtual goal team meetings
Goal Team (#3) to finalize goals and objectives;
D.4d | Meetings goal team leads must be NHREC ’ June 9, 2025 June 13, 2025 G-S
leadership team members
Review and provide feedback on early
Goal Team drafts of the strategic framework;
D.4d | Meetings feedback will be shared by the June 9, 2025 June 13, 2025 NHREC
consulting team with the goal team
leads.
glt:r:teglc Submit strategic framework (mission,
D.4e E vision, values, goals and objectives) to | June 23, 2025 June 27, 2025 G-S
ramework : : .
Executive Director for review
Strategic
D.4e | Pan Review and approve (with or without ;|\ 57 5605 | juiy 7, 2025 NHREC
Framework revisions) the strategic framework
Plan Facilitate meeting with NHREC
D5 Monitoring leadership thgn submit final July 14, 2025 July 18, 2025 G-S: NHREC
and recommendations for performance
Measurement | measurement and reporting plan
Prepare document for review by
division leadership and school board;
includes a draft review cycle:
e NHREC leadership input (7/11/25)
Prepare Final | e Revised draft with KPIs to NHREC
D.6 Strategic leadership (7/25/25) June 27, 2025 Aug. 29, 2025 G-S
Plan e  Public comment period (7/28/25-

8/8/25)

e Strategic plan final for Board
review (8/19/25)

e Final design version (8/29/25)




APPENDIX A

A. Study Announcement

New Horizons Regional Education Centers (NHREC) has contracted Gaston-Shaffer of
Williamsburg, VA, to provide Strategic Planning services. For the past five years, NHREC’s
Boldly Go 2025 Strategic Plan has guided its operations. The current plan is scheduled to expire
in 2025.

The new strategic plan that will be written in partnership with Gaston-Shaffer will provide a
blueprint for student success for NHREC through a new mission, vision, core beliefs/values,
goals, objectives, and strategies. Performance indicators and measures for the plan will provide
an opportunity for NHREC and its community to track plan progress through each year of
implementation.

Strategic planning is a community process, firmly rooted in the ideal that great schools make
great communities. Gaston-Shaffer will facilitate a community process of participation, bringing
together all interests and groups within NHREC’s community to share their vision of the
characteristics of a 21st century NHREC learner. Citizen stakeholder participation creates
ownership in the strategic plan and makes the plan stronger by building consensus and shared
vision. It also offers every stakeholder a chance to invest in the plan’s success.

Gaston-Shaffer, a partnership of Gaston Educational Consulting and Shaffer Evaluation Group,
will facilitate the planning process using the following methods:

* Areview and reflection on important NHREC data, including previous strategic plans,
budgets, survey data, student enrollment, student performance data, and all state and
federal plans and programs

* The formation of a community stakeholder Steering Committee that will guide and
directly participate in the development of the new strategic plan

* Focus group discussions with students; parents; alumni; community, government,
business and industry leaders; faculty, staff and administrators; board members; and
Superintendents Council members

*  Community surveys completed by parents, students, teachers/staff, and community for
feedback and authentic input

* Development of performance indicators to track progress on strategic plan goals and
objectives

Community members interested in participating in the planning process should contact xxx [add
NREC POC here].

The planning process will begin in March 2025 and conclude by August 2025. Questions about
strategic planning can be addressed to Dr. Marsha Cale, Executive Director, New Horizons
Regional Education Centers (marsha.cale@nhrec.org).
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B. Focus Group Protocol Templates and Invitations

Invitation for Adults

FOCUS GROUP SESSION INVITATION SUGGESTED LANGUAGE

NHREC is excited to partner with Gaston-Shaffer to create a new strategic plan to guide our
centers for the next five years. An effective strategic plan relies on participation, collaboration,
and partnership with our community members to identify the strengths, weaknesses,
opportunities, and challenges that face our schools. This information will assist us in creating a
vision to strengthen what is working for our students and how best to improve their educational
experiences.

During April XX = XX, 2025, Focus Group Sessions, consisting of groups of 10-15 students;
parents; alumni; community, government, business and industry leaders; faculty, staff and
administrators; board members; and Superintendents Council members, will meet with our
consultants. Each focus group session will last up to 75 minutes. Participants will be able to
share their thoughts and reflections about New Horizon’s strengths, weaknesses, opportunities,
and challenges. This will also help to identify our core beliefs and values and provide information
that will guide the development of our mission, vision, and goals for the new strategic plan.

We would be honored to have you participate in a Focus Group Planning Session for our
Focus Group. Your session will be held on April XX, 2025 at AM/PM at
. Light refreshments will be served during these sessions.

Please contact [staff name] in NHREC, to confirm your attendance by phone at [staff phone
number] or by email at [staff email]. Once confirmed, a calendar invitation reminder will be sent
via email, as well as an email reminder just ahead of your scheduled session.

Thank you for your consideration and participation in these important collaborative community
sessions.

Invitation and Permission Form for Students

STUDENT FOCUS GROUP INVITATION AND PERMISSION FORM

NHREC has partnered with Gaston-Shaffer to construct a new five-year strategic plan for the
school division. A strong strategic planning process relies on collaboration with our community to
develop a mission and vision statement, core beliefs and values, goals, objectives, and key
measures that will guide the work of the school division through 2028.

Small, selected groups of 10-15 community members — known as Focus Groups — will work with
our consultants during the week of April XX, 2025 in 75-minute sessions, where they will share
their reflections and feedback on the strengths, weaknesses, opportunities, and challenges facing
New Horizons and what we must do to ensure that our students receive the best educational
experience in NHREC.
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Your student has been recommended and selected to
attend a Focus Group Session on April XX, 2025 at AM/PM at . The sessions
will be led by our consultants. Each meeting will last up to 75 minutes and will provide
opportunities for your student to engage to provide feedback concerning their experiences in
NHREC.

Please review the information below and confirm whether you do or do not permit your student to
participate in the indicated Focus Group Session. Should have any questions or concerns
regarding the Focus Group process, please feel free to contact [staff name] in NHREC, to confirm
your attendance by phone at [staff phone number] or by email at [staff email]. Once

| DO give permission for my student to participate in the Focus Group Session indicated
above.

I DO NOT give permission for my student to participate in the Focus Group Session indicated
above.

Signature of Parent or Custodian Date
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