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Introduction
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Online Survey + 30-minute Consultation 
I’m Janae Futrell, AICP, LEED AP, and I’ve written this guidebook to orient you on the path to helping your organization 
become more holistic. Getting started is no small feat, and my hope is that you feel not only capable, but also 
empowered, on your journey. The guide opens with a brief survey, which is also available as an online survey. After 
completing and submitting the online version, you’ll receive a 30-minute consultation with me at no cost. Your 
responses help orient me to your particular situation, so I can provide insights into how you could move forward with a 
more holistic approach at your organization. 

Graphics + Guidance 
After the survey, the guide shifts into a “big picture” graphic to show you how all the parts fit together. It also includes 
“steps on the path” guidance to further describe how to get started and how take your holistic approach to the next 
level. Towards the end, “next steps” are provided to help you transition from the guide to the real world and taking 
action. A few printable worksheets are provided to keep with you for creative exploration. 

Educational Article Series for Reference
As a reference, be sure to review the Educational Article Series: Getting Started with 360 Degree Planning. It provides 
background on Why Urban Management Silos Exist as well as guidance on How to Map for Outcomes, How to Map for 
Cross-Functional Areas, How Operational Level Staff Can Get Involved, and How to Combine Mapping and Results for 
Holistic Organizations. These articles are companion resources to this guide and further illustrate some of the concepts 
mentioned, often noted within the guide.  

How We Can Help 
To find out more about how Civic Sphere can help you navigate silos and become more holistic, see details on the 
service area, 360 Degree Planning. We can work 1-on-1, with your work team, in-person, and virtually in order to 
personally help you with your journey to help your organization become more holistic. Our services span a full range 
from providing hourly guidance and 1-3 day workshops to holistic strategic and tactical plans to support projects, 
programs, planning processes, and organizations. 

Contact Me Anytime
As a fellow urban planning and management professional who knows how challenging it can be to become more 
holistic in a “siloed” world, I wish you all the best on your journey and applaud you getting started. Reach out to me 
at janae@civicsphere.com to share your thoughts about how your journey is going - I’m all ears and eyes!

        All the best,
                Janae 

https://goo.gl/forms/UvDDG6Y0pDECVcOg2
https://www.civicsphere.com/articles/educational-article-series-getting-started-with-360-degree-planning
https://www.civicsphere.com/articles/why-urban-management-silos-exist
https://www.civicsphere.com/articles/how-to-map-for-outcomes
https://www.civicsphere.com/articles/how-to-map-for-cross-functional-areas
https://www.civicsphere.com/articles/how-to-map-for-cross-functional-areas
https://www.civicsphere.com/articles/how-operational-level-staff-can-get-involved
https://www.civicsphere.com/articles/mapping-and-results-for-holistic-organizations
https://www.civicsphere.com/articles/mapping-and-results-for-holistic-organizations
https://www.civicsphere.com/360-degree-planning.html
mailto:janae%40civicsphere.com?subject=
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Survey
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The survey below is also available as an online survey. 

After completing and submitting the online version, 
you’ll receive a 30-minute consultation at no cost.

1. Does your organization have a clear and specific vision, mission, and measurable results that pinpoint its 
intended impact? 
 a. If yes, please describe. 
 b. Where do you see areas for improvement? 

2. Do executive staff and department/division managers have a strong understanding of how programs and 
projects that “belong” to separate departments and/or divisions connect precisely with the work in other 
departments and/or divisions? 
 a. If yes, please describe. 
 b. Where do you see areas for improvement?

3. Does your organization connect its vision, mission, and measurable results with quality of life outcomes 
such as social equity, economic development, health, and environment to contextualize its impact in the 
broader urban system?
 a. If yes, please describe. 
 b. Where do you see areas for improvement?  

4. Does the executive staff have a strong understanding of how the work of departments and/or divisions 
contributes precisely to the organization’s vision, mission, and measurable results? 
 a. If yes, please describe. 
 b. Where do you see areas for improvement? 

5. Does the executive staff have a clear understanding of how the work of departments and/or divisions 
contributes precisely to the organization’s quality of life outcomes? 
 a. If yes, please describe. 
 b. Where do you see areas for improvement? 

6. Do you partner or collaborate with other organizations to make a joint impact in the broader system?   
 a. If yes, please describe. 
 b. Where do you see areas for improvement? 

https://goo.gl/forms/UvDDG6Y0pDECVcOg2
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Big Picture
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This “big picture” graphic, an inverted pyramid, provides an ideal illustration of how urban planning 
and management organizations structure their impact through strategy and tactics. On the right, 
you’ll see prompting questions to take you from the smallest and narrowest to largest and broadest 
organizational concepts, shown on the left. The questions begin with “why,” progress to “what,” and 
shift towards “how.” Before you move onto the following pages, take a few moments to jot down 
your thoughts about how your organization strategizes and structures its impact, in comparison with 
the graphic. Are there major areas that are lacking in strategy and tactics? Are there questions you 
have about the graphic, perhaps parts you think are missing? Go ahead and make note of all these 
thoughts, and see if they become clearer as you move through the guide. If not, revisit these thoughts 
and questions when you get to the “next steps” page in case follow-up actions are needed.



Steps on the Path
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Let’s get oriented in the middle of the big picture graphic with measurable results. Organizations tend 
to have ideas about the results they anticipate achieving in order to set targets for their work areas. I 
intentionally use the term “result” as opposed to “goal.” From the Oxford Living Dictionary, a goal is “the 
object of a person’s ambition or effort; an aim or desired result.” Goals are also related to sports, of course, 
and imply an aim or desired result that may or may not be reached, meaning one team may score a goal, 
or the other team may score a goal. Result is defined as “a thing that is caused or produced by something 
else; a consequence or outcome.” Can you see the difference in likelihood between the two terms? 

A “goal” may or may not be achieved; it is an aim. A “result” is more of a foregone conclusion; it will occur. 
Language and word choice reflect a mindset. Using the term “goal” introduces an element of ambiguity 
that is not productive. Some goals are reached, and others are not. That is in the nature of a goal. But a 
result is something that is reached. It is for this reason you’ll notice I don’t use the term “goal.”

Now, let’s be realistic. We want to train our minds to think in terms of results, but inevitably we won’t 
reach them all. For this reason, I apply “anticipated results” (AR) and “proven results” (PR) to differentiate 
between target setting with the former and actual achievement with the latter. The important thing to keep 
in mind about target setting through anticipated results is that you are starting with the end in mind first, 
so that you can build towards it. 

Some organizations have an approach to target setting that treats all the targets in similar terms. In 
my work, I’ve noticed that there are three types of targets or ARs – functional, cross-functional, and 
outcome-based. Step 2 covers the latter, but we’ll cover the first two in Step 1. Targets/ARs categorized as 
“functional” support a narrow, but important, definition of the work at hand. Let’s say that you work in the 
public works department and oversee trash and recycling collection. These are critical urban functions, and 
to focus on delivering them well, organizations set targets such as “provide timely, efficient, and reliable 
trash and recycling collection.” This is a classic type of “functional” target/AR. While this is a general 
target, “tactics and data tracking” would get into what that means in practice and how it is measured 
precisely in order to feed into a broader system of results measurement across the entire organization. 

Establish functional and cross-functional anticipated resultsSTEP 1



Steps on the Path
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Now, let’s get into cross-functional targets/ARs. In order to collect trash and recycling, the organization 
takes its vehicles to the streets, which means it intersects with the roadways. Many cities are plagued with 
traffic congestion, and any factor that can be considered to help keep it in check is worth considering. 
Addressing traffic congestion is multi-faceted and typically involves a wide range of professionals and even 
a few departments. A cross-functional target/AR to set in this case could be “ensure trash and recycling 
collection impacts traffic congestion as little as possible.” Again, “tactics and data tracking” would likely 
involve planning the trash collection to take place at non-peak times of traffic congestion. In addition, it 
could involve taking routes known to be less prone to traffic congestion. The data tracking might measure 
before and after implementation of these new tactics and see if the system is performing better. If not, new 
or adjusted tactics may be needed. 

That paints a picture of how an organization arrives at its set of categorized functional and cross-functional 
anticipated results. To learn more about pinpointing cross-functional anticipated results, see How to Map 
for Cross-Functional Areas. Complete the exercise in order to gain a draft set of cross-functional anticipated 
results, and keep these with your functional anticipated results for your organization before you move to 
Step 2.  

Establish functional and cross-functional anticipated resultsSTEP 1

https://www.civicsphere.com/articles/how-to-map-for-cross-functional-areas
https://www.civicsphere.com/articles/how-to-map-for-cross-functional-areas
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Steps on the Path

For this step, you’ll need to pinpoint the outcomes that your organization aspires to focus on or already 
focuses on with its mission. The term “outcomes” pertains to higher-level quality of life results such as 
economic development, equity and social progress, health and safety, and environment, based on the 
concepts of sustainable development and triple bottom line. See the section “origin of outcomes” in How to 
Combine Mapping and Results for Holistic Organizations for more details on the topic. 

Many organizations shy away from gaining an understanding of their outcome-based anticipated results. 
They often grasp functional, and even cross-functional anticipated results, easily. Through this guide, I’d 
like to show you that pinpointing your organization’s quality of life results does not have to be a major 
challenge. Often, if you think about it for a bit, it will become clear. But why does it matter?

First, these outcomes help you work towards the real “why” of your organization. Sure, you handle a lot of 
day-to-day functions that improve living conditions, but how do all those day-to-day actions add up in the 
broader system of urban change? In truth, you are probably more impactful than you realize. Second, once 
you understand the “why,” you can talk with others about it. If you rely on grant funding, public support, 
or philanthropic dollars to achieve your mission, you already have a stakeholder group that listens when 
you explain your “why.” Taking an outcome-based approach will help you be able to speak convincingly 
about why what you do matters in the larger system. Third, the outcomes form the third level of the “3-level 
approach” to anticipated results, in combination with functional and cross-functional. The impact your 
organization makes is the combination of and interactions among the proven results (PR) across the three 
levels – functional, cross-functional, and outcome-based. Each level is important in its own right, but it is the 
combination of all three that holds real power for exponential impact. 

To learn more about pinpointing outcome-based anticipated results, see How to Map for Outcomes. Further, 
take a look at How to Combine Mapping and Results for Holistic Organizations to find out more about the 
“3-level approach” in the “results through 3-level approach” section. Complete the exercise in order to gain 
a draft set of outcome-based anticipated results before you move to Step 3. 

Establish outcome-based anticipated results STEP 2

https://www.civicsphere.com/articles/mapping-and-results-for-holistic-organizations
https://www.civicsphere.com/articles/mapping-and-results-for-holistic-organizations
https://www.civicsphere.com/articles/how-to-map-for-outcomes
https://www.civicsphere.com/articles/mapping-and-results-for-holistic-organizations
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Steps on the Path

Now we’ll move towards the bottom of the big picture graphic with programs and projects. Take a look at 
your list of projects and programs and begin to tag them with the various anticipated results at the 3 levels. 
This gives insight into what these work activities are contributing to the bigger picture of the organization. 
In some cases, you’ll have an AR without a project to which it relates. This means that if you want to work 
towards that AR, you may need to consider creating such projects and programs. In other cases, you’ll take 
a look at your projects and programs and realize you left out some ARs. This will prompt you to continue to 
refine your insights. Once all your projects and programs are tagged with ARs, move onto Step 4. 

Tag programs + projects with anticipated results STEP 3

It is likely that your ARs are already categorized according to the types of functions (often expressed as a 
department or division), types of cross-functions (often expressed as multiple departments or divisions), 
and outcome-based (categorized into economic development, equity and social progress, health and safety, 
and environment, or others). This step offers a last pass at making sure it is clear where they belong and 
connect. Make sure each AR is categorized, and then move onto Step 5. 

Categorize anticipated results STEP 4



Steps on the Path

We’ve covered the bottom and middle of the “big picture” graphic, and now we’ll shift to the top. If you 
don’t already have a vision and mission for your organization, this step will help you create them. On the 
other hand, if you already have them, this step will help you refine and become more specific about the 
change your organization intends to foster. You may choose to define the vision and mission fully based on 
the outcome-based results/ARs, or you may think that some of the functional and cross-functional results/
ARs are so key to the organization they are put up front with the vision and mission. Since you’ve done so 
much work with the previous steps, this step should be a natural byproduct of the clarity you’ve gained, 
enabling a clear translation from the categorized targets/ARs into the vision and mission. Draft or refine 
the vision and mission statements for your organization, and then you’ll be ready for Step 6.  

Leverage categories to establish/refine vision and missionSTEP 5

Now we’re ready to go to the top of the big picture graphic for collective impact. Once you have the “3-level 
approach” in place for the organization internally, you can then begin to try and see your organization 
within the larger system, including its relationships with other organizations. This level is where collective 
impact is understood. Impact works best when it is understood in combination with the efforts of others. 
The collective impact model is an excellent way to think of how all this work combines to meet needs 
spanning any single organization, which the majority of urban issues do. While you may be able to reach 
a target, or a PR, you may find that an outside force dampens its effect, or that it could be strengthened 
when taken into account with the actions of other organizations. Try to list at least three organizations that 
may be helpful for partnerships or collaborations to increase your organization’s reach, influence, and 
effectiveness in the wider system to complete Step 6. 

Pinpoint organizations that can support system-wide changeSTEP 6
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Next Steps
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1

2

3

Take the insight summary you created from Steps 1-6, and 
compare it with how your organization currently approaches 
its strategy and tactics. Identify missing elements in what you 
currently have to pinpoint gaps. Use the printable worksheet 
on p.10 to help order your thoughts. 

Take the clarity you gained from Next Step 1, and identify ways 
that you could foster the organizational changes needed. This 
will be your action items list, and you can get started making 
progress when you are ready. Use the printable worksheet on 
p.11 to help order your thoughts. 

Pinpoint additional strategic and tactical needs that were not 
covered in this guidebook or in the Educational Article Series: 
Getting Started with 360 Degree Planning. Make sure you 
are clear on the items you still need in order to help your 
organization become more holistic. If you would like further 
advice, contact me at janae@civicsphere.com.  

https://www.civicsphere.com/articles/educational-article-series-getting-started-with-360-degree-planning
https://www.civicsphere.com/articles/educational-article-series-getting-started-with-360-degree-planning
mailto:janae%40civicsphere.com?subject=
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Printable Worksheet 1
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Step 1
Gaps

Step 2
Gaps

Step 3
Gaps

Step 4
Gaps

Step 5
Gaps

Step 6
Gaps



Printable Worksheet 2
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Action Items for 
Measurable Results

Action Items for Projects, 
Programs, + Departments

Action Items for 
Vision + Mission

Action Items for
Collective Impact

Action Items for 
Vision + Mission

Action Items for 
Vision + Mission

Action Items for Tactics 
+ Data Tracking*

* This is a more advanced topic that was not covered in the guide. Proceed only if you are ready to do so. 


