DRAFT   August 18, 2021
PLANNING THE FUTURE OF PCIA 


PCIA has grown from the inspiration of returned Peace Corps volunteers who served in Iran between 1962 and 1976.  Over time this core membership is diminishing.  How will we a find a way to go on—to keep our mission alive? The PCIA Board of Directors took on this question last year by engaging a consulting firm, Telesto Strategy, to help us prepare a plan for sustaining our vision into the future. The resulting Recommendations Report, which was formally accepted by the Board in May 2021, discusses ways of strengthening our organization, finding potential partnering organizations, and engaging members throughout the planning.  We are just beginning this effort to determine PCIA’s future.

This is a “quick guide” to the Report.  The full Report is posted on the PCIA website: www.peacecorpsiran.org/cpages/strategic-plan.

THE BIG PICTURE

The Report begins with the “premise” that we, the PCIA membership, do in fact want to find a way to perpetuate PCIA’s vision and mission.  
	 
· Interviews and a survey of PCIA members (191 respondents) conducted early in the consultant’s work confirmed strong support for perpetuating PCIA’s values. 
· To accomplish this, PCIA must do two things: Look “outward” to find new avenues of support and look “inward” to strengthen our internal organization and practices (“management”).   
· Specifically, the Report recommends that PCIA explore and evaluate prospects for partnering with one or more organizations that share our values and commitment. 
· The Report makes recommendations for strengthening management of our programs and demonstrating that they achieve desired results through tracking and reporting.
· Planning leaders must reach out to our membership throughout the planning process: Success depends on their support and participation.

Preparing the Report has been a collaborative effort. The PCIA Board set the parameters of the work and a created a task force that met bi-weekly with the consultant to give feedback and guidance as work progressed.  Interviews with PCIA members and a “Membership Engagement Survey” (191 responses) provided information such as what respondents like about PCIA, what kinds of activities and outreach they consider most important and are engaged in, and what should be emphasized in the future. 

From the interviews and survey it was possible to get a sense of priorities. The survey validated strong support for our outreach (such as conferences) and communications (newsletters, bulletins and so forth). Preserving of our legacy received almost unanimous support, closely followed by interactions with the Iranian-American community and political advocacy. When asked to choose one thing they would like PCIA to pursue, the highest-ranking answer was “advocacy for peaceful US – Iran relations.” From the information gathered, the Report proceeds to make recommendations that will help us answer the question, how can our vision and mission be sustained into the future.

KEY RECOMMENDATIONS

RE-VISIONING OUR DIRECTION

The “kick-off” recommendation is that PCIA “refresh” our vision and mission statements. In keeping with the intent to direct our efforts “outward,” the Board adopted a Vision statement that explicitly includes cultural understanding through outreach, education, and advocacy.  The Mission statement now places the accomplishments of our legacy program (and continuing efforts) as a basis and resource for future advocacy. As revised:

· Vision: Achieve and maintain cultural understanding and peaceful relations between the U.S. and Iran.

· Mission: Building on the legacy of Peace Corps in Iran, Peace Corps Iran Association advances peace and understanding through education, outreach, and advocacy. 

PARTNERING  

Longevity of PCIA values depends on finding someone—an organization (or organizations)—to carry on. The search for potential partnerships with like-minded NGO’s should be systematic.  PCIA should use a portfolio approach that arrays the mission, capabilities, etc. of potential partners and screens them for fit with PCIA’s goals. Although the Plan examines a few selected advocacy organizations, this is example, not a recommendation.  We will look to our members, especially if they are active in another organization, for other suggestions and endorsements.

STRENGTHENING OUR PROGRAMS

Quite simply, to engage a partner PCIA must have assets to offer. Our capability as an organization is evidenced by well-managed activities such as conferences, political advocacy, documenting the Peace Corps Iran experience (legacy), media-based communications (newsletters and website, for example) and discussion groups via Zoom. Above all, these accomplishments demonstrate the personal and financial support of PCIA members and backing from other organizations.

A major contribution of the recommendations relates to developing metrics and a reporting system that will allow us to evaluate the effectiveness of our activities and make changes, if needed. Documentation of successful activities is a key component of the PCIA “portfolio” during the search for partner organizations.
 
· Make use of an impact measurement system to report progress toward goals and key results. 
· Adopt the Gates Foundation’s Actionable Measurement Model.

MANAGEMENT 

The Report addresses ways in which PCIA can improve management and support for programs and activities. 

· Create a technical advisory board to address areas in which PCIA would benefit from additional expertise, such as use of social media.  
· Diversify PCIA leadership, invite Iranian Americans to be on the Board.
· Plan for financial sustainability: The Report lists revenue-generating opportunities, such as fundraisers, grants, crowdsourcing, corporate sponsorships, and dues.  Note: The Board has in the past opposed instituting dues. 
· Adopt change management principles and practices: The term, change management, as used in the Report, includes a variety of measures to ensure that members understand and back changes designed to achieve our goals. 
  		
FINAL THOUGHTS

· Leadership and membership have expressed a need for the organization’s mission and vision to evolve.
· Seek membership buy-in throughout the planning process.
· Be flexible.  


Additional remarks:

It should be noted that evaluations in the member survey, including priorities for the future, are informed by experience with past and current PCIA activities. Thus, experience with political advocacy is the context for discussion of finding partners: PCIA has little experience in other forms of advocacy. The Report’s focus on politically oriented organizations as possible partners does not preclude other options—for example, legacy publication and various forms of cultural outreach.

You may have noticed that many PCIA activities, such as the legacy program, conferences, online discussion groups, and communications media such as website and newsletters are not specifically addressed in the report. They are nonetheless integral parts of our “portfolio” of skills and accomplishments. There is no intent to diminish these activities that our members have initiated and supported.

Not every detail in the Recommendations Report will prove useful to PCIA—at least, not in the form presented.  Recommendations need translation to the world of PCIA. We (Board and general membership) may choose to pursue a different kind of advocacy and seek promising partners from that perspective.  Some organizational recommendations may be difficult to follow—references to several new committees or subcommittees, for example. Aside from strictly Board-related responsibilities, PCIA has not relied on a formal committee structure for most of its activities (conferences being an exception). There are several reasons for this: Too few volunteers to sustain a committee, and success with informal networking.  Typically, an inspired leader has stepped forward and collaborated with other volunteers. Frequently, for lack of volunteer help, work falls to Board members. 

How we proceed will depend on the volunteers who step forward to help with outreach, media messaging, financial management, and so forth. At present a few Board members are acting as a “core team” in following up on the Report, but we look to leaders drawn from our general membership as well.

Finally, a note on nomenclature: Until recently this Report was called a “Strategic Plan” although it is more recommendations for the planning we need to do. For clarity: the Report helps us plan. The result of that effort will be the Plan for the Future of PCIA.
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