
NOTE: If you need an interpreter, translator, materials in alternate formats or other accommodations to access this service, activity, or program, please call the 
phone number below at least three business days prior to the meeting. 
NOTA: Si necesita un intérprete, un traductor, materiales en formatos alternativos u otros arreglos para acceder a este servicio, actividad o programa, 
comuníquese al número de teléfono que figura a continuación tres días hábiles como mínimo antes de la reunión. 
LUS CIM: Yog hais tias koj xav tau ib tug neeg txhais lus, ib tug neeg txhais ntawv, cov ntawv ua lwm hom ntawv los sis lwm cov kev pab kom siv tau cov kev pab, 
cov kev ua ub no (activity) los sis qhov kev pab cuam, thov hu rau tus xov tooj hauv qab yam tsawg peb hnub ua hauj lwm ua ntej yuav tuaj sib tham. 
 

CARPC staff 608 474 6017      /      TDD 608 474 6017 
 

AGENDA 
of the 

Capital Area Regional Planning Commission 
Strategic Planning Launch Meeting 

 
  

January 11, 2024        Union South, 1308 W Dayton St., Madison                    4:30 pm            
                                                   (Room Posted on Welcome Kiosk Day of Event) 
      
 

Participant Information 
 
Meeting Accommodation: This meeting will take place at Union South (address above).  
 
Written Communications:  Written communications intended to be provided to the Commission as part of the 
packet should be received in the RPC office no later than noon, seven (7) days prior to the meeting. Written 
communications, including emails sent to info@capitalarearpc.org, received after this deadline will be provided 
to Commissioners at the meeting. 
 
[Dinner and conversation will commence 10 minutes prior to the start of the meeting] 
 
1. Establish Quorum (4:40pm) 

2. Public Comment on Matters not on the Agenda 

3. Relaxing Robert’s Rules of Order to Discuss Informally (actionable item) 

4. Strategic Planning Launch (4:45pm) 

a. Welcome – Chair Pfeiffer 

b. About the Evening – Alison Lebwohl 

c. Strategic Planning Charter and Straw Poll – Alison Lebwohl 

d. Background Presentation – Steve Steinhoff (5:10pm) 
(1) CARPC Mission and Vision 
(2) CARPC Authority and Influence 
(3) Regional Development Framework 
(4) Proactive Planning Process 
(5) Other RPCs 

5. Next Steps (5:35pm) - (next Strategic Planning event is the Regional Development Framework Workshop, 
Thursday, February 8, 2024, at Waunakee Public Library, 201 N. Madison St., Waunakee, 2:00 pm) 

6. Motion to Return to Standard Robert’s Rules of Order (actionable item) 

7. Adjournment (5:45pm) 
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CARPC STRATEGIC PLANNING AGENDA COVER SHEET   January 11, 2024 
                     Item 4 
 
Re: Strategic Planning Launch 
 

Requested Action:   

Participate in straw poll regarding Charter for Strategic Planning 
 

Background: 

The CARPC Strategic Planning Committee, commissioners, and staff have prepared for the strategic 
planning process. 
 

Staff Comments: 

We are looking forward to the strategic planning process! 
 

Attachments: 

1. Survey results 
2. Revised Strategic Planning Charter 

 

Staff Contact: 

Steve Steinhoff, Agency Director / Director of Community and Regional Development Planning 
steves@capitalarearpc.org 
608 474 6010 
 

Next Steps: 

Regional Development the Regional Development Framework Workshop, Thursday, February 8, 2024, at 
Waunakee Public Library, 201 N. Madison St., Waunakee, 2:00 pm 
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Pre-Launch Survey Results
CARPC 2024 Strategic Planning

All CARPC commissioners and staff including the incoming Executive Director were sent a link to complete

an anonymous survey. The survey was shared over several weeks in December and participants were sent

multiple reminders to complete it. Of the 24 people receiving the survey, 18 completed it (75%). Of those,

roughly half were commissioners and half were staff. Because not every respondent answered every

question, some questions have fewer responses. This document includes a brief overview and responses

sorted by topic and answer. Raw responses (anonymous) are also available here.

A. Overview

About strategic planning

About the Regional Development Framework

Pre-Launch Survey Results * CARPC 2024 strategic planning

Alison S. Lebwohl Consulting * Page 1 of 31
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About the Proactive Planning Process
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B. About strategic planning

Success
This strategic planning effort will be successful if at the end, we can say…?
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Operating agreements
What (if any) additions or changes to the Operating Agreements would you like to
request to help you fully participate in this process?
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Questions
What (if any) questions do you have about the Charter or the strategic planning process?

Logistics
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C. About CARPC

Strengths
What do you believe are CARPC’s most valuable strengths or assets – and what makes
you say that?
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Weaknesses
What do you believe are CARPC’s most significant weaknesses or vulnerabilities – and
what makes you say that?
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D. About the Regional Development Framework

1. Preserve stewardship areas (19%)

If the RDF strategy to {{preserve stewardship areas}} were fully achieved, how would that look,
sound or feel -- and what would be the impact?
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What is one thing CARPC can do to meaningfully support, expand or accelerate the adoption of
the RDF strategy to {{preserve stewardship areas}}?

What is one thing that is currently preventing the region from broadly adopting the RDF strategy
to {{preserve stewardship areas}}?
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What is one thing CARPC can do to meaningfully overcome or lessen the barrier identified
above?

2. Plan complete neighborhoods (19%)

If the RDF strategy to {{plan complete neighborhoods}} were fully achieved, how would that
look, sound or feel -- and what would be the impact?
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What is one thing CARPC can do to meaningfully support, expand or accelerate the adoption of
the RDF strategy to {{plan complete neighborhoods}}?

What is one thing that is currently preventing the region from broadly adopting the RDF strategy
to {{plan complete neighborhoods}}?
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What is one thing CARPC can do to meaningfully overcome or lessen the barrier identified
above?

3. Prioritize growth in already developed areas (19%)

If the RDF strategy to {{prioritize growth in already developed areas}} were fully achieved, how
would that look, sound or feel -- and what would be the impact?
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What is one thing CARPC can do to meaningfully support, expand or accelerate the adoption of
the RDF strategy to {{prioritize growth in already developed areas}}?

What is one thing that is currently preventing the region from broadly adopting the RDF strategy
to {{prioritize growth in already developed areas}}?

What is one thing CARPC can do to meaningfully overcome or lessen the barrier identified
above?
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4. Preserve farming areas (17%)

If the RDF strategy to {{preserve farming areas}} were fully achieved, how would that look,
sound or feel -- and what would be the impact?

What is one thing CARPC can do to meaningfully support, expand or accelerate the adoption of
the RDF strategy to {{preserve farming areas}}?
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What is one thing that is currently preventing the region from broadly adopting the RDF strategy
to {{preserve farming areas}}?

What is one thing CARPC can do to meaningfully overcome or lessen the barrier identified
above?
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5. Focus growth in centers and corridors (14%)

If the RDF strategy to {{focus growth in centers and corridors}} were fully achieved, how would
that look, sound or feel -- and what would be the impact?
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What is one thing CARPC can do to meaningfully support, expand or accelerate the adoption of
the RDF strategy to {{focus growth in centers and corridors}}?

What is one thing that is currently preventing the region from broadly adopting the RDF strategy
to {{focus growth in centers and corridors}}?

What is one thing CARPC can do to meaningfully overcome or lessen the barrier identified
above?
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6. Encourage practices that reduce stormwater runoff (6%)

If the RDF strategy to {{encourage practices that reduce stormwater runoff}} were fully achieved,
how would that look, sound or feel -- and what would be the impact?

What is one thing CARPC can do to meaningfully support, expand or accelerate the adoption of
the RDF strategy to {{encourage practices that reduce stormwater runoff}}?

What is one thing that is currently preventing the region from broadly adopting the RDF strategy
to {{encourage practices that reduce stormwater runoff}}?
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What is one thing CARPC can do to meaningfully overcome or lessen the barrier identified
above?

7. Encourage tree preservation and planting (6%)

If the RDF strategy to {{encourage tree preservation and planting}} were fully achieved, how
would that look, sound or feel -- and what would be the impact?

What is one thing CARPC can do to meaningfully support, expand or accelerate the adoption of
the RDF strategy to {{encourage tree preservation and planting}}?

What is one thing that is currently preventing the region from broadly adopting the RDF strategy
to {{encourage tree preservation and planting}}?
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What is one thing CARPC can do to meaningfully overcome or lessen the barrier identified
above?
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E. About the Proactive Planning Process

1. Technical expertise

CARPC should build on its strengths of technical expertise and as a leading regional
organization with representation from towns, villages, cities, and the county to foster
relationships as a trusted partner and provide assistance to local planning efforts (36%)

If this recommendation were fully implemented, how would that look, sound or feel -- and what
would be the impact?
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What is one thing in CARPC’s operations or governance that is meaningfully helping CARPC's
ability to effectively implement this recommendation?
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What is one thing in CARPC’s operations or governance that is meaningfully harming CARPC's
ability to effectively implement this recommendation?

What is one thing in CARPC's operations or governance that could be changed to strengthen
CARPC's ability to effectively implement this recommendation?
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2. Early engagement

To effectively promote implementation of the Regional Development Framework, CARPC should
focus its engagement with local communities during early stages of their planning
processes, such as comprehensive planning, instead of during the Urban Service Area
Amendment process, which takes place at the tail end of local planning. (36%)

If this recommendation were fully implemented, how would that look, sound or feel -- and what
would be the impact?
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What is one thing in CARPC’s operations or governance that is meaningfully helping CARPC's
ability to effectively implement this recommendation?
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What is one thing in CARPC’s operations or governance that is meaningfully harming CARPC's
ability to effectively implement this recommendation?
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What is one thing in CARPC's operations or governance that could be changed to strengthen
CARPC's ability to effectively implement this recommendation?
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3. Promote intergovernmental dialogs

CARPC should promote cooperative and intergovernmental dialogs and planning
processes that seek to establish shared goals and agreements including for future urban
development consistent with the Regional Development Framework. (15%)

If this recommendation were fully implemented, how would that look, sound or feel -- and what
would be the impact?

What is one thing in CARPC’s operations or governance that is meaningfully helping CARPC's
ability to effectively implement this recommendation?
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What is one thing in CARPC’s operations or governance that is meaningfully harming CARPC's
ability to effectively implement this recommendation?

What is one thing in CARPC's operations or governance that could be changed to strengthen
CARPC's ability to effectively implement this recommendation?
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4. Change USAA process

CARPC should consider options for changes to the Urban Service Area Amendment
process that would facilitate acceptance of applications based on future land use plans
produced by comprehensive, cooperative, intergovernmental planning processes. (12%)

If this recommendation were fully implemented, how would that look, sound or feel -- and what
would be the impact?

What is one thing in CARPC’s operations or governance that is meaningfully helping CARPC's
ability to effectively implement this recommendation?
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What is one thing in CARPC’s operations or governance that is meaningfully harming CARPC's
ability to effectively implement this recommendation?

What is one thing in CARPC's operations or governance that could be changed to strengthen
CARPC's ability to effectively implement this recommendation?
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Charter: 2024 Strategic Planning
This document describes the strategic planning process as approved by CARPC in summer 2023 and refined by the CARPC

strategic planning committee in fall 2023. CARPC staff and commissioners will have an opportunity to weigh in on overall

content and to revise operating agreements and decision rules before voting on adoption of this charter.

Desired outcomes: strategic plan that reflects the following:
● CARPC’s support for the goals of the Regional Development Framework
● CARPC’s support for the Proactive Planning Process approved by the Commission
● Shared understanding of:

○ CARPC’s desired relationship with local communities and partner agencies
○ CARPC services and skills that leverage the strengths of the organization, the staff and the commissioners

and that best support that relationship
○ CARPC revenues, structures, and staff and commissioner roles that best support those services

● A process and results that included and valued all participant voices and perspectives

Strategic planning roles

Participants
CARPC commissioners
and staff

● Actively participate in all events, as well as related pre-work and post-work
● Support the group and the desired outcomes
● Represent the perspective of your appointing authority and the region

Strategic Planning Committee
David Pfeiffer, Steve Steinhoff,
Jason Valerius, Alison
Lebwohl, Caitlin Shanahan,
Melissa Michaud, Nick Bower

● Advise on event design and materials
● Generate and share relevant information on CARPC strengths, weaknesses,

opportunities and threats; community examples and contacts
● Attend semi-monthly meetings

Project champions
David Pfeiffer, Steve Steinhoff,
Jason Valerius

● Ensure resources for all aspects of the project
● Ensure internal tasks and timelines are met (Steve/Jason)
● Approve appropriate level of detail for final recommendations

Facilitator
Alison Lebwohl

● Design and facilitate events (including materials, pre-work and post-work) to
support overall project arc, experience and success

● Write section on engagement and process for final report
● Manage and track Planning Committee tasks, timeline, and decisions
● Document information gathered and decisions made by participants

Project resourcing
CARPC staff

● Attend semi-monthly meetings as needed
● Logistics. Identify venues, send invitations, organize food, copy materials.
● Transect. Identify & manage the technical & physical logistics
● Community success stories, partner agencies, moderators. Provide expertise,

identify people & examples; extend invitations; coordinate on attendance &
presentations; attend pre-meetings

● Services, Revenues, Roles. Provide expertise; write up and present options and
factors; write up decisions, reasons

● Write strategic plan

CARPC 2024 strategic planning
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Strategic planning events
CARPC staff and commissioners will participate in all events. Selected additional community and agency partners will be

invited to participate in the Communities and Agencies Workshop.

Event Date/Time/Venue Outcomes

Launch Survey asynchronous Gather information, including strengths, challenges, opportunities.

Image Collection asynchronous Gather inspiration images for region.

Launch (1h) Thurs, Jan 11
5pm to 6pm
Union South

Create a shared understanding of strategic planning purpose,
outcomes, arc and events.

RDF Workshop (3h) Thurs, Feb 8
2pm to 5pm
Waunakee Library

Create a shared vision and inspiration of the region under Regional
Development Framework.

Communities and
Agencies Workshop
(8h)

Tues, Mar 5
9am to 5pm
Waunakee Library

Create a shared understanding of local challenges and opportunities
under Regional Development Framework, and the impact of CARPC’s
relationships with agencies and communities.

CARPC Services
Deliberation
Session (2h)

Tues, Apr 2
9am to 11am
Union South

Confirm the relationships that CARPC would like to have with agencies
and communities. Develop shared understanding of interactions that
promote or harm those relationships.

CARPC Revenues
Deliberation
Session (2h)

Thurs, Apr 11
3:30 to 5:30pm
Union South

Select the services and revenue sources that would best support those
desired relationships.

CARPC Roles
Deliberation
Session (2h)

Tues, Apr 30
9am to 11am
Union South

Select the structures and roles for commissioners and staff that would
best provide those services and revenue sources.

DRAFT operating agreements
● Start on time. End on time.

● Be present. Give this work and your fellow participants your full attention. Limit use of electronic devices.

● Encourage understanding. Speak plainly, ask questions, listen for understanding, allow some silence. Actively

participate. Encourage verbal and non-verbal participation.

● Take good care of the group. We make stronger decisions by including all values, experiences, and perspectives.

● Take good care of yourself. Come prepared. Let us know what’s working and what else you need.

● Respect previous agreements. Decisions made before and during this process will be honored and built upon.

● Respect the work. As the formal voting body for the recommendations of this group, Commissioners will work to

create a plan that they can vote to approve. They will be transparent about any aspect of the plan that would be

a dealbreaker. Respect the limited time we have together. Make contributions that move the process forward.

CARPC 2024 strategic planning
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Decision rules
● Facilitator will clarify whether we are taking a straw poll (sense of the group) or a vote (decision)

● Decisions are made by those in attendance. We invite input ahead from those unable to attend.

● All decisions will be recorded. We will only revisit decisions if the group votes that it is necessary.

● Both straw polls and votes will use a gradient of agreement, a.k.a. colored voting cards (See Appendix A)

● Approval requires 80% of those attending to vote “I can live with it” or “love it” and no more than one to vote

“deal-breaker.”

CARPC 2024 strategic planning
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Appendix A: Colored voting cards
A simple tool for efficient decision-making, stronger engagement, and better proposals

Love it! I can live with it.
I need more
information

I’d prefer not Deal-breaker

What are these?
● Five colored cards from green to red that represent a spectrum – or gradient – of agreement with a proposal or

recommendation. This tool is sometimes called a “gradient of agreement.”
● The purple card indicates that someone needs more information to be able to vote

How would I use them in a group?
● Each person gets one full set of cards.
● Be clear about the following:

o What the proposal or question is. Consider writing it down where everyone can see it.
o Whether you are just taking a straw poll or making a decision.
o If you are making a decision, how you will make it. For example, if 80% of cards are green or yellow, the

proposal moves forward.
● Ask everyone to show a card that indicates their level of agreement or support.
● One at a time, ask the folks who have anything other than green to talk about what they would need to see to

create a stronger proposal. If this is anything important, do this regardless of whether you have enough votes to
pass the proposal.

● Work with the team to see if you can modify the proposal to incorporate those suggestions without losing
support from other members.

● Vote again.

Why would I use them?
● Efficiency. For less substantive decisions, votes can be one and done. For substantive decisions, this provides a

fast straw poll; efficient articulation of differences; and a shortcut to strengthening the proposal.
● Voice. This allows team members to articulate and understand that agreement may incorporate a variety of

points of view – and may be stronger for some members than for others. It supports team members in discussing
their reservations and identifying opportunities for improvement.

● Quality. The discussion helps the team build a better proposal.

Where would I go to learn more?
● This comes from the work of Sam Kaner. Check out his foundational book on this topic, Facilitator’s Guide to

Participatory Decision-Making.

CARPC 2024 strategic planning
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Appendix B: Key terms and concepts
As group members have questions or as key concepts emerge, we can capture and define them here. This section will
continue to expand over the course of this project.

Visual urban-to-rural transect
This process will begin by asking the group to work together to build a visual urban-to-rural transect that illustrates the
principles of the Regional Development Framework. Staff and commissioners will submit photos or other images of
places inside and outside the region that they find appealing and that represent the principles laid out in the Regional
Development Framework. This visual range of places will serve as a reference point throughout the process. It can be
used to provide an aspirational visual of our region; to introduce people and deepen our connection; and to remind
participants of the principles of the Regional Development Framework. It can be displayed physically and virtually.

Key strategic issues and opportunities
● The development and acceptance of the Regional Development Framework and the recommendations of the

Proactive Planning Committee offer a profound opportunity for CARPC.
● By expanding and revising its mix of services and activities to strengthen and complement the agency’s

relationship with local communities and its partnerships with other agencies, CARPC can realize the goals of the
Framework and the Committee’s recommendations.

● The region has grown substantially but the agency has stayed the same size. Increased capacity will require
increased resourcing.

Shared understandings going into the strategic planning process
● CARPC’s current mission and vision remain relevant and helpful

o Mission: CARPC facilitates the creation of a shared vision and regional plan with our communities. We
support communities in making vital decisions that strengthen our region.

o Vision: Communities work together to achieve a resilient and sustainable natural, built and social
environment.

● CARPC supports the Regional Development Framework
● CARPC supports the recommendations of the Proactive Planning Committee
● CARPC’s key stakeholders and related strategies (from 2016 strategic planning) remain relevant and helpful

Key Stakeholders
o Locals are CARPC’s primary stakeholders – local officials, their constituents, and local staff.
o CARPC’s success depends upon the agency’s relevance to local officials and their constituents.
o Regional planning is about offering resources and options and inspiration to locals to support them in

making informed choices – early in the process when they are gathering information.
Strategies
o Tell the story of what CARPC and regional planning bring to the party for municipalities – communicate the

value and “what is” of regional planning; highlight successful communities.
o Strengthen CARPC’s relevance for local officials and their constituents by focusing on regional planning and

building bridges to locals.
o Leverage CARPC’s region-wide activities, the regional development framework, and the water quality plan.

● CARPC has influence, but not control, over local decisions
● Statutory change is unlikely in the short term; strategies will focus on changing our mix or approach within the

current statutes
● The role of commissioners is oversight and strategy, including governance, policy, championing the agency
● The role of management and staff is leadership and execution, including planning and delivering programs,

operations and communications; building relationships with communities, partners, and other stakeholders.
● We value the talents and work of current staff. No one’s job is at risk; current progressions will stay in place. This

effort may enhance jobs or shift proportions of work, but no jobs will be diminished, and no one will be asked to
do more with less.

CARPC 2024 strategic planning
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Appendix C: Reference documents
● CARPC strategic planning share drive

Includes project and meeting materials, and documentation of group work and decisions, including:
○ Strategic planning tracker (information gathered, straw poll results, decisions)

● Regional Development Framework
● Regional Development Framework Strategies – Development Patterns and Practices  
● CARPC Resolution 2023-03 Approving the Recommendations from the CARPC Proactive Planning Committee
● Staff Report sharing findings from the Proactive Planning Committee
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