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Brighter Strategies
Better process Brighter results

PURPOSE: Provides a visual representation of focus items and actions 
that need to be achieved and corresponding deadlines. 

BENEFITS: Establishes a plan for who is going to do what and in 
what order, by when, and for an organization to meet its strategic or 
operational goals. This process provides a succinct and standardized 
way to keep track of program deadlines and mark progress over time.

BRIghT IdEa
Graphic timelines can also be used to keep individual 
employees focused on specific goals, set reporting 
schedules, and guide accountability. Can also be used 
after completing the Accountability Matrix.

TIME TO COMPLETE: 1 – 2 HoursGraphic Timeline

PREPaRE

• Review the sample Graphic Timeline organizer.

•  Determine the agenda and distribute at least 3 days in advance. If you 
ask for feedback on the agenda be sure to leave time for changes.

•  Prepare the Meeting Planner graphic organizer with your agenda, 
logistics, goals, and ground rules clearly marked.

•  Post the completed Meeting Planner graphic organizer, the blank 
Graphic Timeline, and For Later Discussion graphic organizers so that 
they are visible by all participants.

•  Provide each participant with pens and post-it notes as needed. Also 
consider snacks, beverages, and lunch.

•  Plan how you will divide the participants to discuss each phase on 
the matrix. If you have a group of ten or less you may want to have 
whole group discussion. If there are more than ten you may assign 
teams to discuss each phase. You may want to assign those teams in 
advance to ensure those people who have the technical knowledge 
and background needed to complete and understand that phase are 
included. Or, you might want to ask for volunteers for each category  
after stressing the need for knowledgeable input.

FaCILITaTE

•  Share the vision of this meeting — your overarching goals and 
desired outcomes. These will vary in detail and specifics, but should 
drive discussion and solutions.
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YOUR gRaPhIC ORgaNIZER CONSISTS OF ThE FOLLOWINg ELEMENTS:

1

See page 4 for large example  
of the Graphic Timeline

12 Step Grid 
• Circles can be used to mark any progression of time or desired tasks.

• Monthly actions towards goal completion 

• Incremental steps to ensure consistent effort and progress

• Benchmark goals towards program completion
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Fundraising Focus Area Oct. 25

Marketing
Jan Feb Mar Apr May Jun Jul Aug Sep Oct Nov Dec

Review 
marketing 
calendar and 
identify gaps

Compare to 
competitor 
marketing 
calendar

Review 
marketing 
materials 
with new 
designers

Gather 
samples and 
select new 
design team5 Focus Areas

• Goals to complete

•   Divisions of your 
organization
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FaCILITaTE continued

•  Review elements of the Meeting Planner graphic organizer with 
participants. Continually refer back to the agenda throughout the 
meeting to keep discussion centered on the stated purpose and 
specified agenda items.

•  Point out the For Later Discussion graphic organizer so that 
participants anticipate a solution if they don’t have an opportunity to 
air their ideas or concerns.

dISCUSS

•  Consider the focus areas, actions, and initiatives that your organization 
or program will proceed with and a reasonable progress schedule for 
each. We suggest that each gridline represents one month.

• Facilitate the discussion so that everyone participates. 

Help participants by explaining that Focus Areas are 
completed by doing Actions. Actions are list of the things that 
need to be done to complete a focus area. Use different color 
post-its to color code people or department responsible for 

completing the work at hand. 

BRIghT IdEaS

•  Control dominating individuals — Make sure each 
individual has a fair chance of expressing ideas  
and opinions. Do not let one person dominate  
the discussion.

•  Ensure that quiet participants are expressing their 
ideas and opinions. You may need to directly call on 
the quiet member and ask them for their opinion or 
for any ideas they would like to share. Remind them 
that silence is agreement (a suggested ground rule) 
and that each has a responsibility for the outcome.

•  If participants are not happy with group outcome 
remind them they can air their concerns with the For 
Further Discussion items and be sure to place that 
discussion in the next meeting’s agenda.

BRIghT IdEa

You can use this graphic organizer for individual 
progress, organizational benchmarks and contingent 
activities. Use post it notes to indicate required tasks 
and place them on the grid in a reasonable timeline.

•  Conclude the meeting by summarizing the discussion, decisions 
made, tasks delegated, deadlines, and any action required by 
participants. Depending on the time available, either address For 
Later Discussion items or place them on the agenda for the next 
meeting. Include in the summary any review plans for follow-up or the 
need to schedule any succeeding meetings. It is far easier to schedule 
the next meeting while everyone is at the table then it is to wait and 
contact each participant individually. 
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