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Brighter Strategies
Better process Brighter results

PURPOSE: To diagram potential activities and identify which will give 
you the most return on your investment and which to avoid. 

BENEFITS: Helps your organization choose activities intelligently to 
make the most of your time and opportunities, and avoid low-yield 
activities that are poor uses of time and resources.

PREPARE
•  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.

•  Conduct a formal or informal survey of your staff prior to the meeting 
to generate a list of activities you would like to consider. 

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

•  Post the completed Meeting Planner graphic organizer, the Impact 
Effort Analysis graphic organizer, and the For Later Discussion 
graphic organizer so that they are visible by all participants. 

•  Have the Exit Survey graphic organizer ready to post at the conclusion 
of the meeting to gather participant feedback. 

TIME TO COMPLETE: 1.5 – 2 HoursImpact/Effort Analysis

FACILITATE
•  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 have an opportunity to air their ideas or concerns.

•  Share the vision of this meeting — your overarching goals and  
desired outcomes. 

Refer to the Exit Survey Handbook for further ideas  
and suggestions.
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Easy Wins  
(High Impact, Low Effort): These 
are the most attractive projects, 
giving you a good return for 
relatively little effort. Focus on 
these as much as you can

Fill Ins  
(Low Impact, Low Effort): Don’t 
worry too much about doing 
these — if you’ve got spare 
time, do them, but drop them if 
something better comes along

YOUR GRAPHIC ORGANIZER CONSISTS OF THE FOLLOWING ELEMENTS:

1 2

3

3

Create a  
newsletter 
mailing

Clean up our 
database

Produce a 
documentary of 
our program

Create a new 
social media 
campaign

Major Projects  
(High Impact, High Effort): While 
these give good returns, they take 
a long time to complete – meaning 
that one “Major Project” can crowd 
out many “Quick Wins”. If you’re 
engaging in these, make sure that 
you complete them quickly and 
efficiently and that you disengage 
your effort as soon as you can

Thankless Tasks 
 (Low Impact, High Effort): Avoid 
these. Not only do they give low 
returns, they crowd out time which 
would be better used elsewhere.

See page 4 for large example of the Impact/Effort Analysis
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•  Introduce some of the activities you will be considering during  
this meeting, and if appropriate, ask the group to consider  
additional activities.

•  When activities have been identified, ask participants to score them 
on both

  Impact:  0 for no impact to 10 for maximum impact, and

  Effort:  0 for no real effort to 10 for a major effort

•  Consider breaking participants into smaller groups for discussion and 
have them report back to the group.

• Consider the following when assessing effort:

 • Time required

 • Ease of implementation

 • Cost of implementation

 • Resources required

 • Money and budget adjustments required

 • Available technology and requirements

 • Skills and training required for staff

 • Processes and supply chain needs

•  Plot the activities on the Impact/Effort Analysis using post it notes.

•  If time allows, have participants placing 3 – 5 voting dots on their 
preferred activities. This will guide your next meeting or follow-up tasks. 

•  The group might also begin brainstorming next steps that you could 
post on the For Later Discussion graphic organizer.

•  Conclude the meeting by summarizing the discussion, decisions 
made, tasks delegated, deadlines, and any action required by 
participants. Consider using the Graphic Timeline Organizer to guide 
further actions. 

•  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. 

•  Post the Exit Survey graphic organizer and have participants use 
voting dots or individual surveys to gather feedback and inform 
future meetings.

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

Include a broad organizational attendance so that 
a variety of perspectives will be present to provide a 
broad view of activities and their merits.
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