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INTRODUCTION

This Strategic Plan document is designed to provide a road map for the activities of the East Bay Environmental Education Network (EBEEN) from 2009 through 2011.  From its origins nearly five years ago as a loose network of environmental education (EE) professionals, EBEEN has grown in both participation and leadership, and is poised to marshal collective resources towards specific goals in professional development and collaboration.

2009 brings a host of timely reasons to create a strategic plan for accomplishing regional EE goals.  Not only is 2009 the national Year of Science, but the confluence of economic pressures and environmental awareness provides strong motivation for both expanding the capacity of environmental educators and seeking economies of scale available through collaborative efforts. Climate change is in the news and on people’s minds, while local support for environmental innovation is strong – EE organizations offer the needed support to integrate new ideas into classrooms and curriculum.  Residents are feeling pressure to conserve water and energy and reduce waste – EE organizations offer real support for fostering environmentally responsible behaviors.  State and national curriculum initiatives (through EEI, NCLB, and NCLI) and state funding for green schoolyards and gardens are growing – EE organizations offer the on-the-ground support these efforts require.  Cuts to California’s educational budget are causing massive teacher layoffs, larger class sizes and possible elimination of specialized student programs – EE organizations offer highly trained staff and EE programs built on best practices that provide additional support to classroom curriculum and instruction.
The following plan outlines EBEEN’s response to these opportunities, with a focus on leveraging existing resources to provide valuable outcomes for our community as well as for EE organizations.  While the specific activities during the three years remain flexible, the overall program is aimed at developing a sustainable organization that will allow a variety of opportunities for EE organizations to pool resources—people, skills, and funding—in order to coordinate and amplify their effectiveness in accomplishing shared goals.  

The plan consists of the following sections:

I. Why We’re Here summarizes the reasons for creating a local EE networking and professional development organization, as well as EBEEN’s history, constituency, and the need presented in the community for such an organization.

II. What We Do provides background on the organization’s approach as well as EBEEN’s program and organizational structure and ongoing activities. 

III. Action Plan lays out broad goals and objectives for EBEEN over the next three years, as well as basic organizational and program milestones for measuring progress.

IV. How We’ll Do It presents a rationale for resource/fund development for EBEEN’s future. 
I. WHY WE’RE HERE

EBEEN’s Mission and Role in the Community

East Bay Environmental Education Network (EBEEN) is a collaboration of individuals and organizations working to build capacity for quality environmental education in Alameda and Contra Costa Counties, CA.  
In order to accomplish our mission, EBEEN works to provide or facilitate

· Professional development and networking opportunities for environmental educators
· A continuum of environmental education experiences for Pre-K through college students and teachers
· Career opportunities and job training
· Promotion of environmental education and the EBEEN network
The outcomes we seek are environmentally literate students, teachers, and community members who engage in environmentally responsible behaviors.

Our network strives to be inclusive, accessible, and diverse.
Who We Are and Who We Serve

EBEEN is a network of organizations and individuals who help connect learners with their built environment and the natural world, while exploring the impact of an individual’s actions and promoting knowledge and awareness about the environment. EBEEN members represent agencies, organizations, and individuals from all sectors who support environmental education. Participation is open, and includes program staff, administrators and managers, and engages other experts for support and professional development.  

EBEEN benefits a wide range of direct and indirect stakeholders, including:

· Formal education providers and participants, including teachers, administrators, students, school-site program coordinators, and pre-service teachers

· Environmental and community organizations such as environmental education organizations, environmental justice organizations, after-school program providers, public health providers, religious organizations, and government agencies  

· Funders 

· Policy-makers

· Parents and families

EBEEN’s volunteer Steering Committee takes responsibility for developing the long- and short-term goals of the network and for identifying and leading its program direction.  

History and Mandate 
EBEEN was formed in 2004 by environmental educators in Alameda and Contra Costa Counties with three years of funding to support the group’s coordination.  Environmental Educators joining the network were interested in sharing information and working together on addressing shared issues and amplifying outcomes. 

The East San Francisco Bay Area (East Bay) is a large area with an incredibly diverse geographic and demographic profile: from densely-populated urban areas to vast open spaces; from pristine wilderness and well-used parkland to miles of coastal access and industrial parks; with a broad spectrum of socio-economic strata, and residents hailing from every part of the globe.  There are more than 100 organizations in Alameda and Contra Costa Counties providing educational resources related to the environment, and some of the world’s leading environmental thinkers and innovators living and working in the East Bay.  This wealth of talent and opportunity provides a strong motivation for environmental educators to join forces to leverage positive environmental change in our area.

Other influences that support EBEEN’s mandate:

· School issues:  Schools and teachers need help to integrate environmental education into the curriculum, and to engage students in improved environmentally responsible behaviors.  EBEEN works to promote best practices in environmental education and provide needed teacher professional development as well as to raise awareness about effective classroom and enrichment programs.
· Community issues:  Environmental education programs tend to be promoted and utilized by only a small representation of the community.  In particular, schools and students in economically disadvantaged communities and people-of-color often have less opportunity and face more barriers in participating in environmental education programs or training in the field of environmental education, despite the fact that their environments are often heavily impacted by pollution and waste, resulting in environmental health and safety issues.  EBEEN works to help organizations increase cultural competency in order to make programs more relevant for the communities they serve in addition to engaging underrepresented communities.

· Marketing issues:  Environmental education organizations are challenged by engaging new audiences as well as sustaining ongoing program participation from existing audiences.  EBEEN supports the development of EE best practices and works to cross-promote these practices through collaborative marketing efforts and new opportunities to increase knowledge and awareness about the environment.

· Organizational and structural issues: Environmental educators often find it hard to collaborate or coordinate efforts – both locally and with larger/statewide initiatives. Additionally, EE organizations would like to participate in building “green jobs” but struggle to provide career ladders within small/budget-challenged organizations.  EBEEN actively promotes collaborations among EE organizations, both to leverage education outcomes and to identify and support professional growth for employees through cross-organization training.
By bringing together environmental educators from a wide range of organizations based in or serving the East Bay, these issues can be addressed in a thoughtful and systematic way so that participants’ programs and organizations can become increasingly effective in accomplishing the shared goals of improving knowledge and awareness about the environment and increasing behaviors that result in creating a more environmentally literate community who make informed choices and take actions, individually and collectively, for a healthier, more beautiful and just world.

II. WHAT WE DO
Approach

In order to address local challenges and opportunities, environmental education providers need an organized approach to sharing information and resources, coordinating programs, leveraging outcomes, and providing professional development for the advancement of the profession.  EBEEN provides a flexible, leadership-driven model for responding to the opportunities and challenges facing our diverse local environmental education community.

Current Programs and Structure
EBEEN’s programs are driven by its members, and organized by the Steering Committee.  The programs are designed to meet the networking, professional development, and collaborative needs and interests of a wide variety of members.
Ongoing Programs: Building Capacity for Environmental Educators
The primary emphasis of EBEEN’s program has been building capacity for environmental educators.  Networking Events are the main focus of EBEEN’s program.  Events are organized approximately twice each year for East Bay environmental educators.  These events generally provide an opportunity for professional development, networking time and often a tour of the host organization’s site and/or programs. EBEEN aims to offer two Networking Events each year.  

Conferences provide an opportunity to offer a variety of workshop sessions on environmental education topics of interest to a wide range of professionals in the field, from field educators to managers, and to provide opportunities for broader networking and information exchange.  EBEEN aims to present one Conference and/or Event approximately every 18 months.  

A secondary focus for EBEEN is providing communications and linkages outside of meetings, and offering opportunities to share information about programs and developments of interest to the field. This is currently accomplished through a list-serve for meeting invitations and notifications.
Organizational Structure: 

EBEEN’s work is coordinated by a volunteer Steering Committee, which meets four times a year.  Specific roles including Chair, Past Chair, Event Coordinator, Outreach Coordinator, Secretary, and Treasurer, job descriptions, and terms have been identified.  Other “At Large” Steering Committee Members attend occasional Steering Committee meetings, join working groups or sub-committees and assist with other tasks according to their interests and the network’s needs.  “At Large” Steering Committee members have the opportunity to pursue leadership positions overtime within the steering committee if interested.

III. ACTION PLAN

The emphasis of the Action Plan for 2009 – 2011 is to expand on the existing program plan and organizational structure in order to accomplish the strategic goal of coordinating and amplifying EBEEN participants’ effectiveness in accomplishing shared outcomes.

Goals and Objectives

EBEEN’s long-term (three-year) goal is to create a sustainable structure for amplifying the environmental education outcomes of participating East Bay organizations.  In order to accomplish this broad goal, we have also set specific program and organizational goals:

1) Expand participation from East Bay environmental educators in professional development and networking activities.  The outcomes of this expansion will be more environmental educators getting access to high-quality professional development about best practices in EE, as well as broader understanding by participants of the EE community and the roles and opportunities available for them and their constituents.  

This goal will be accomplished by:

· Offering regular professional development and networking opportunities for EE program providers at a range of EE organizations around the East Bay.

· Coordinating periodic EBEEN conferences (themed around timely opportunities such as green schoolyards, EEI, green jobs) that bring together experts in a variety of fields to provide workshops and training for EE professionals at all levels.

· Exploring additional informal networking/professional development opportunities such as Green Drinks or Science Cafés.

· Providing support for additional conferences and summits on a case-by-case basis.

2) Build EBEEN sustainability through clarifying and solidifying participants’ roles and commitment.  The outcomes of this work will be better understanding by participants and eventually community members about the reach and saturation of EE programs, identifying opportunities to collaborate and/or leverage programs, and clear commitments by EBEEN participants about their role and responsibilities relative to the network.

This goal will be accomplished by:

· Creating MOUs for participation and advocating that participants include EBEEN work in their organizational job descriptions.

· Developing an EBEEN program “map” that captures program presence in schools and communities across the East Bay in order to leverage existing resources and build collaborations between EE organizations.

3) Promote EE in the East Bay through shared communications and outreach.  The outcomes of this effort will be stronger participation by teachers and students in East Bay EE programs, as well as improved efficiencies (lower costs, less paper/mail) in marketing EE.  

This goal will be accomplished by experimenting with some or all of the following opportunities:

· Development of an EBEEN website and/or blog that will support both internal (among EE providers) and external (with EE consumers) communications.

· Development of an EBEEN brochure that could provide shared publicity for participants and be funded through contributions from participants’ organizations.

· Shared teacher outreach, through experiments with coordinated school or district presentations, and/or a local “share fair” or East Bay version of the Bay Area Environmental Education, held in Marin, CA.

4) Coordinate teacher professional development offerings and/or enrichment program offerings.  The outcomes of this effort will be removing barriers to teacher participation in EE professional development, and increasing behavior change by providing students with a larger cumulative program impact.  These outcomes could be amplified through coordination with initiatives such as EEI and/or Green Schoolyards.
This goal will be accomplished by initiating plans for:

· Exploring the possibility of creating an EE progressive experience for teachers in the form of a shared EE professional development menu or certification, or for students in the form of consecutive/cumulative EE experiences.

· Shared Teacher Institutes, in which multiple organizations coordinate to offer a “one-stop” or “sampler” of EE professional development experiences to teachers.

5) Develop funding and fiscal agency plan to support an EBEEN Coordinator position.  The outcomes of this plan will be improved administrative and coordination capacity for EBEEN, leading to long-term sustainability of the organization.  Outcomes could be amplified by connecting the Coordinator’s work, and fundraising, with the EBEEN Conference.
This goal will be accomplished by:

· Researching and developing a job description to serve the organization’s needs.

· Identifying a fiscal agent to host the position and provide contractual/supervisory accountability.

· Developing a fundraising plan to meet salary/overhead needs for the Coordinator.

Activities and Timeline
	Year
	Professional Development and Networking
	Communication, Collaboration, and Outreach
	EBEEN Organizational Development and Sustainability

	2009
	· Two small, targeted professional development events

· Plan and pilot teacher cluster presentation (fall)
	· Plan and initiate EBEEN website through Sharepoint

· Create EBEEN blog (if needed)

· Create EBEEN brochure or postcard 

· Create EBEEN logo
	· Finalize and roll-out strategic plan

· Develop working groups for specific projects/outcomes

· Conduct feasibility/planning process for Coordinator position; initiate fundraising (leverage with 2010 Conference)

· Initiate program mapping project and create participant MOUs



	2010
	· One small, targeted PD events (only one small event during conference year)

· Initiate shared staff PD model

· EBEEN Conference
	· Launch marketing piece(s) in conjunction with Conference

· Research models for progressive/cumulative EE experiences and create a framework for implementing continuum using best practices
	· Hire Coordinator with initial responsibilities around Conference

· Initiate leadership transition (new steering committee members)

· Manage fundraising for continuing Coordinator position

	2011
	· Two small, targeted PD events

· Pilot shared Teacher Institute(s)


	· Launch remaining marketing piece(s)

· Create case study of a progressive/cumulative EE experience between at least two EBEEN providers and disseminate outcomes to EBEEN Network.
	· Convene new three-year planning process




IV. HOW WE’LL DO IT
Organizational Structure and Funding Resources

EBEEN is organized by a volunteer Steering Committee consisting of positions with specific roles; additional EBEEN participants take part in committee work and planning on an ad hoc basis.  Steering Committee members have job descriptions and signed agreements regarding their terms and responsibilities. 
EBEEN Steering Committee Officers 2009-2010:

Cassie Bartholomew, StopWaste.Org              Chair

Laura Powell, CREEC                                    Past Chair

Sheela Shankar, KIDS for the BAY               Event Coordinator

Susan Silber, TransForm                          
Outreach Coordinator

Alicia Moore, Save the Bay                            Secretary

Jeanine Sidran, StopWaste.Org                      Treasurer

In order to accomplish the goals laid out through the strategic planning process, EBEEN will need to investigate the feasibility of funding and hiring a paid Coordinator.  This will entail some significant organizational development work on the part of the Steering Committee to:

· Research successful models in other organizations, including job descriptions and pay scales

· Identify funding source(s) and initiate fundraising plan

· Identify fiscal agent and develop a working relationship

· Create a job description and supervisory structure

· Undertake a hiring and training process

It is the intent of the Steering Committee to link fundraising and hiring for the Coordinator position with the EBEEN Conference scheduled for 2010.

Additional resources for organizing and coordinating EBEEN activities are currently donated in-kind by participants and their organizations, including staff time for meetings, leadership, and committee work; and meeting hospitality and logistics (space, food, coordination, communications, copying, etc.).  It will be important during the coming organizational and fund development phase of the organization to account for these contributions.  
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