
Collaborative Planning: Build Community & Leverage Resources to 

Strengthen Summer Meals Programming
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2:00 PM Eastern



Thanks to Our Sponsor:



Welcome to Our Speakers:

Ellen Eichenbaum, Operations Associate,                 

No Kid Hungry Virginia

Sue Graff, Director of Community Investments, 

United Way of Windham County (Vermont)



Agenda

1. Collaborative Planning: What It Is, Why It’s Helpful

• Key Elements of Successful Collaboration

2. Resource Review: No Kid Hungry’s Collaborative Planning Toolkit

3. Collaboration in Action

• Venues for Collaboration

• Vermont: An Impact Model of Collaboration

• Virginia: Regional Sponsor Councils

4. Key Takeaways

5. Q&A
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1. Collaborative Planning: What It Is, Why It’s Helpful

5

What It Is:

Why It’s Helpful:
• Build and strengthen relationships

• Identify barriers to working together

• Uncover new ideas and opportunities

• Align resources

• Strengthen results

Achieving the benefits of collaboration takes time and 

commitment, but can ultimately lead to greater 

outcomes than you could achieve on your own.



1. Collaborative Planning: What It Is, Why It’s Helpful
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Key Elements of a Successful Collaborative Planning Process:

• People

• Space

• Materials

• Ground Rules

• Purpose

• Agenda

• Process



1. Key Element: People
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Focus on the participants. Who is needed to implement a 

collaborative planning process?

• Right people in the room

• Move forward in real-time

• Minimize unexpected opposition

• Key to success: a powerful invitation



1. Key Element: Space
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• Sufficient

• Accessible

• Physical Needs

• Seating



1. Key Element: Materials
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Essential Tasks:

• Document attendance

• Display purpose and agenda

• Take notes

• Make decisions

Suggested Materials:

• Flip chart(s) and easel(s)

• Sign-in sheet

• Sharpie/dry erase markers

• Sticky notes/adhesive dots



1. Key Element: Ground Rules
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• Clarify expectations

• Reflect the room

• Ensure buy-in

• Comfortable correction

• Distinguish the meeting



1. Key Element: Purpose
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1. Key Element: Agenda
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• If the purpose of your group defines the destination, the agenda is part of 

your roadmap to arrive there.

• Clearly display

• Confirm buy-in

• Adjust, as needed

• Preview, Do, Review



1. Key Element: Agenda (Facilitator v. Participant)

13

Participant agenda: lets attendees know 

where they’re going.

Facilitator agenda: supports the meeting 

leader as he/she orchestrates how the 

group will get there.



1. Key Element: Process
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The 
Facilitation 

Cycle

FOCUS/ 
BRAINSTORM

RECORD

PRIORITIZE

Consensus



2. No Kid Hungry’s Collaborative Planning Toolkit
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• Engaging Key Stakeholders

• Creating & Managing the Plan

• Wrapping Up & Renewing 

Commitment

https://bestpractices.nokidhungry.org/no-kid-hungry-summer-collaborative-planning-toolkit


2. No Kid Hungry’s Collaborative Planning Toolkit
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Engaging Key Stakeholders

• List of key collaborators

• Questions to help identify

unique contributors

• Case study examples
• Virginia No Kid Hungry

• Michigan No Kid Hungry

https://bestpractices.nokidhungry.org/no-kid-hungry-summer-collaborative-planning-toolkit
https://bestpractices.nokidhungry.org/summer-meals/engaging-key-stakeholders


2. No Kid Hungry’s Collaborative Planning Toolkit
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Creating & Managing the Plan

• Resources for the overall

process

• Resources for pulling together

a planning meeting

• Resources to finalize and 

manage the plan

• Tips for Developing an Effective 

Summer Plan

• No Kid Hungry Summer Planning 

Framework

Sample pre-meeting agenda

Sample invitation

Materials checklist

Facilitators guide

Planning Worksheet

Sample agenda

Template plan

Template PowerPoint presentation of plan

Monthly check-in agenda

https://bestpractices.nokidhungry.org/no-kid-hungry-summer-collaborative-planning-toolkit
https://bestpractices.nokidhungry.org/summer-meals/creating-and-managing-plan


2. No Kid Hungry’s Collaborative Planning Toolkit
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Examples:

Word versions of many

documents may be

easily modified for use in 

your community.

https://bestpractices.nokidhungry.org/no-kid-hungry-summer-collaborative-planning-toolkit


2. No Kid Hungry’s Collaborative Planning Toolkit
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Wrapping Up & Renewing 

Commitment

• Hold a summer debrief meeting

• Celebrate successes and capture 

important feedback

• Retain sponsors, engage 

stakeholders for continued

planning

https://bestpractices.nokidhungry.org/no-kid-hungry-summer-collaborative-planning-toolkit
https://bestpractices.nokidhungry.org/summer-meals/wrapping-and-renewing-commitment


3. Collaboration in Action: Venues for Summer Meals Collaborative Planning
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Community Anti-
Hunger 

Coalitions

Regional 
Sponsor 
Councils

Summer Debrief 
& Planning 
Sessions



Vermont: An Impact Model of 

Collaboration

Sue Graff, Director of Community Investments, 

United Way of Windham County (Vermont)



Creating HOPE



14 HOPE Outcomes (Ends)

Prosperity Vision - Promoting financial stability and independence

Target Outcomes:

• Basic Needs
• All people have access to an adequate supply of nutritious food.
• All people have access to shelter.

• Employment
• All people who want to work have the skills and resources they need to seek, gain and maintain employment.

• Housing
• All people have safe, sustainable housing.

• Transportation
• All people have the transportation they need to get to work and to meet their basic needs.



How Do We Get There? (Means)

• Program Accountability 
• Data that measures how well a program is working

• Impact Strategies 
• A collection of actions based on our best thinking about 

what works (partners + HOPE Team)



How Do We Get There? (Means)

• Investment

• Applying the various resources of UWWC to an 

impact area

• UWWC Investment Resources 
• Staff time, collaboration, expertise, time/volunteers, 

convening, relationships, data analysis, strategic grant 

making, advocacy/public policy 



Windham County Initiatives

• Prosperity
• Continuum of Care of Southern Windham Co

• The Hunger Council of Windham County

• Windham Region Mobility Pilot Projects (WRC)

• Volunteer Income Tax Assistance (VITA) Program

• MyFreeTaxes.com

• United@Work



How is Windham County Doing?

We’re tracking county-level data related to target outcomes from 
multiple sources, including:

• Vermont Insights (www.vermontinsights.org)

• Healthy Vermonters 2020 Performance Dashboard (healthvermont.gov)

• Agency of Education (http://education.Vermont.gov/data)

• Hunger Free Vermont (www.hungerfreevt.org)



Example: Free & Reduced Lunch



Example: Hunger Free Vermont



Hunger Council Model

Hunger Council of Windham Region launched in 2011 by Hunger Free Vermont, 

as part of statewide expansion/capacity building to address hunger in VT.
• The UWWC Executive Director was co-chair for its first 3+ years.

• Vision: Increase access to food and decrease the stigma of hunger.



Summer Meals

• Priority of the council since its inception.

• Following a crisis in summer meal 

sponsorship in 2012, a subcommittee was 

formed to find a new sponsor.

• Work expanded to year round to identify 

assets/opportunities, understand issue, build 

relationships, develop/leverage resources, 

etc.

= Collaborative Planning



Subcommittee Members

Chaired by UWWC and comprised of:
• Summer Food Program Site Coordinators

• Community Partners

• Media

• Early childhood agencies

• Youth-serving organizations

• Food-related organizations

• Hunger Free Vermont – provides data and liaison to Agency of Education via Child Nutrition Specialist. 

Leverages statewide reach to maximize participation and resource development (public libraries, 

grants, etc.)



Contact Information

Sue Graff, Community Investment Director

802.257.4011 x113

sue@unitedwaywindham.org

Visit our website:

www.unitedwaywindham.org

Sign up for our e-newsletter online

Find us on Facebook: 

United Way of Windham County

mailto:sue@unitedwaywindham.org
http://www.unitedwaywindham.org/


Virginia: Regional Sponsor Councils

How No Kid Hungry Virginia Uses This Strategy 
in SFSP Collaborative Planning

Ellen Eichenbaum

No Kid Hungry Virginia



Why Sponsor Councils?

• Brings SFSP partners together consistently

• Engages sponsors year-round

• Means for collaboration, best-practice sharing, and planning

• Opportunity to discuss challenges and talk through solutions

• Idea came from the Center for Best Practices staff
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How They Started in Virginia

• Worked with the Virginia 

Department of Health

• Separated out the state into 4 

regions

• Set up meetings in these 4 

regions

• Invited all SFSP sponsors by 

email
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Key Steps Involved Before, During, & After

• Work with the state agency that administers the SFSP in your state!

• Schedule regional meetings at least 1 month out

• Choose a meeting space

• Reserve for 1 ½ to 2 hours

• Invite sponsors about 3-4 weeks ahead of time via email

• Use incentives

• Follow up with engaged sponsors by phone who have not RSVP’d

• Engage sponsors at the meetings through activities

• Ex: share evaluation takeaways

• Ask for their input for future meeting topics

• Send a follow-up email to attendees with key takeaways and next steps
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Sample Agenda



Resources Used at Meetings



Thank you!

Ellen Eichenbaum

No Kid Hungry Virginia

(804) 786-1994

Ellen.Eichenbaum@doe.virginia.gov
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mailto:Ellen.Eichenbaum@doe.virginia.gov


4. Key Takeaways
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• The Right People Matter

• Collaboration is a Process

• Planning Takes Time

• Follow-through is Key

• Learn As You Go!



5. Questions & Answers
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Thank you and please join us next month!

Save the Date: Tuesday, February 21 at 2:00 PM EST

Website: www.bestpractices.nokidhungry.org

Email: bestpractices@strength.org
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http://www.bestpractices.nokidhungry.org/
mailto:bestpractices@strength.org

