Initiating Committee Report
to the Lexington Board of Selectmen,
School Committee and Planning Board
March 24, 1999

Report from the Initiating Committee for the Strategic Goal Setting Process
Introduction
The Initiating Committee, a jointly appointed committee of the Board of Selectmen, in consultation
with the School Committee and Planning Board, has successfully completed its charge. The
Initiating Committee’s work represents the first steps of Lexington’s strategic goal-setting process
which will ultimately yield a set of action plans and strategies intended to engage citizens in
creating a vision for the direction of Lexington over the next twenty years.
The initiation of the Strategic Goal Setting Process in Lexington builds upon past efforts that laid
the groundwork for strategic goal setting. Four or so years ago, the town conducted a series of
focus groups, community conversations and a survey to involve residents in a dialogue about
Lexington. While the town had not developed a mechanism to take strategic planning beyond these
early stages at that time, those efforts represent critical building blocks in the Strategic Goal Setting
Process.
Strategic goal-setting refers to a comprehensive community-wide long-range planning effort. The
strategies and action plans produced from this process will be the result of engaging individuals
who represent all segments of the community and gathering input from them on a variety of townrelated issues such as financial policies, land use, school matters, capital investment, economic
development, infrastructure investment, senior citizen program involvement, service delivery issues,
and other issues. The process specifically targets inclusion of those individuals who are not
regularly active in the governance of the town. Once these discussions have occurred, the opinions,
dreams, goals and visions of Lexington’s residents identified through the process will be
transformed into plans, programs, and projects to be implemented by the professional staff and town
boards and committees.
Charge to the Initiating Committee
The Initiating Committee’s responsibility was to review past efforts and incorporate them, as
necessary, to develop the foundation for the community-based strategic goal-setting process. There
are four basic objectives to the Charge:
1. to develop a work plan and present public progress reports;
2. to frame and provide context to the strategic planning effort, including the preliminary
identification of the key planning components and issues to be explored and analyzed;
3. to develop criteria and process for selecting members of the Steering Committee and
Stakeholders Group; and
4. to develop the methodology for the strategic planning process, and a detailed step by
step description of the process for approval by the Board of Selectmen.

Committee procedure and principal decisions.
The Initiating Committee consisted of a combination of eleven community leaders and individuals
from the community who add value to the strategic planning process (Attachment A). They met an
average of two times per month during the period between October 16, 1998 to March 5, 1999. The
Initiating Committee split into two subcommittees: the Citizen Participation Subcommittee and the
Process Design Subcommittee. Each of these Subcommittees met outside of normal committee
meeting times, in the early morning, evenings, and weekends. A third subcommittee was later
formed to oversee a Request for Proposal process for the recruitment of qualified consultant
candidates. On one occasion, the Director of Planning for Lexington, Robert Bowyer, presented the
Initiating Committee with an overview of informational resources available through the planning
office.
The principal decisions made by the committee during that period are reported below:
Name of the effort. The Initiating Committee decided to name the strategic goal-setting effort
“Lexington 20/20 Vision”.
Community participation. The goal of the Citizen Participation Subcommittee was to inform and
invite participation from a broad group of residents who adequately reflect the community's
interests and perspectives. The Initiating Committee agreed that the primary form of citizen
recruitment would be via letter and survey, newspaper advertisements and the direct solicitation of
volunteers. This Subcommittee’s letter and survey was distributed to every household in Lexington
(Attachment E). The response to this town-wide mailing was extremely positive. Members of this
Subcommittee also met to study and analyze over 200 responses received (Attachment F). The
Initiating Committee continued its community participation recruitment with two successive
announcements in the Lexington Minuteman newspaper inviting all interested persons.
Process design. The Initiating Committee agreed that the goal-setting process would follow a
determined sequence of activities based on a specific process. The Process Design Subcommittee
was charged with the task of designing a process of concrete steps that will reach the desired
outcome of the community effort. The Initiating Committee approved the process design flow chart
included in the attachments to this report (Attachment C). It provides a recommended schedule that
specifically details each phase of the process. The Initiating Committee expects that the process
will be complete within the period of 12 – 18 months (Attachment D).
Consultant services. The Initiating Committee agreed that the hiring of a consultant would be
essential to the success of the strategic goal setting effort. The consultant will provide expert
insights and guidance to the process and time frame. A Request for Proposals was sent to fourteen
consultants, five of whom submitted proposals on or before the March 12, 1999 deadline. The
Initiating Committee expects to conduct interviews on Saturday, March 27 and initiate consultant
services in early April.
Project Manager. The Initiating Committee agreed that there would be a Project Manager to
facilitate the ongoing operations of the effort. The Town Manager has assigned Ms. Candy
McLaughlin to serve as the manager of this process. Among other responsibilities, Ms. McLaughlin
will provide administrative management and resource referral, act as point person for information,
work directly with the Steering Committee and the consultant, and oversee project finances.

Steering Committee. The Initiating Committee recommends that the Steering Committee be
composed of the existing members of the Initiating Committee who indicated a willingness to
continue to serve and 3-5 additional persons who represent Lexington's business and other interests
(Attachment G). The basic charge of the Steering Committee is to make the process work
(Attachment H).
The Initiating Committee agreed to create two layers of visioning groups: the Stakeholders Group
and a series of “Expert” Subcommittees. The Steering Committee, with the assistance of both the
Consultant and the Project Manager, will provide guidance for both of these visioning groups
(Attachment K).
Stakeholder Group. The Initiating Committee agreed that the Stakeholder Group would work
throughout the life of the process. The size and formation of the group will not occur until after the
consultant has been hired. Participation will primarily be drawn from those who filled out response
forms to the town-wide mailing. Additional candidates may be recruited from existing community
groups with identifiable interests. This Committee will exist throughout the life of the project and is
responsible for providing feedback on the issue-based task force “green papers” (an environmental
scan, profile and vision statement for a particular issue), and for formulating these papers into the
final vision report or “white paper”. This Committee is responsible for analyzing the issue-based
task force “green papers” and for formulating the papers into the final vision report.
"Expert" Subcommittees. The Initiating Committee agreed that these expert subcommittees or
issue-based task forces would meet for short periods to discuss a specific topic. Each group will
produce a "Green Paper" which the Stakeholder Committee must approve for use in the final
visioning document. The papers will focus on Lexington’s strengths, weaknesses, opportunities and
challenges as they pertain to each subcommittee’s respective issue. After the group’s complete
discussion of an issue, the Steering Committee will have the opportunity to re-categorize the groups
to reflect new or changing issues.
Attachments
Attachment A,
Attachment B,
Attachment C,
Attachment D,
Attachment E,
Attachment F,
Attachment G,
Attachment H,
Attachment I,
Attachment J,

List of Initiating Committee members
Short-term timeline of next steps
Process Design Flow Chart
Task diagrams
Original letter and questionnaire used for town-wide mailing
Analysis of survey results
Recommended list of Steering Committee membership
Steering Committee Job Description
Lexington Planning Resources
Organizational Chart

The complete list of respondents for the town-wide mailing is available for review in the Town
Manager’s Office, along with the minutes of Initiating Committee meetings.

ATTACHMENT B
STRATEGIC PLANNING SHORT-TERM
TENTATIVE TIMELINE
WRITTEN REPORT/PRESENTATION TO SELECTMEN
 Formulation of Outline for Initiating Committee (IC) Report
 Development of first draft of written report
 Review of draft by IC Members
 Development/distribution of final draft of written report
 Multi-Board meeting for presentation of report by IC members
CONSULTANT SELECTION
 Deadline for submission of proposals
 Transitional SC review of proposals
 Transitional SC narrowing of field of consultants – select for
presentation
 Transitional Steering Committee (SC) hears
presentations/interviews and narrows field of consultants
 SC evaluates and selects a consultant
 Negotiation process with SC and selected consultant
 Consultant officially hired
SC/CONSULTANT NEXT STEPS
 Formal structuring of process and events of Summer 1999
 Kickoff meeting with Stakeholder’s Group (SHG)/all participants
 SHG meeting to formalize Working Groups
 Commencement of Working Group meetings

March 5
March 8 – March 17
March 17 – March 19
March 19 – March 24
March 24, 7:00 p.m.

March 12
March 13 – March 18
March 19
March 27
March 27
March 29 – April
April 1

Early/Mid April
Beginning of May
End of May
June/July
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TOWN OF LEXINGTON STRATEGIC PLANNING PROCESS (DRAFT)

Task 1: Form Steering Committee

Task 2: Kick-off Meeting

•Clearly define task, process and
schedule

•Meeting #1 Steering Committee and
Stakeholders

•Preliminary identification of range of
stakeholders/issues

•Townwide Open Forum #1 (Goals and
Objectives/Issues and Concerns)

•Review “community model”

•Agree on “community model”

Task 5: Subcommittee Exchange and
Review of Draft “Green Papers”

Task 6: Prepare Final “Green Papers” by
Subcommittee

•Identification of congruence and
conflicts over constituent
environmental scan, profile and vision
statement

•Each subcommittee revises its paper based
upon results of Task 5
•Distribute Final “Green Paper” to other
subcommittees

•Townwide Open Forum #2 (Vision
Statement and Congruence Conflicts)

Task 9:

Subcommittee Review of Draft
Town Vision Plan

Task 10: Prepare Draft “Lexington Vision Plan”

•Subcommittees meet together to
review draft vision plan, exchange
ideas and seek further clarification
on congruence and conflicts

•Prepared by Steering Committee and
Subcommittee chairpersons with town
support

•Complete survey, compile results

NOTES:
1. Subcommittees will be provided with a specific agenda and schedule with discrete and manageable tasks.

2. Subcommittees are comprised of “experts” in their area of concern and should be broadly representative.
3. Subcommittee chairperson will recruit membership for their subcommittee and interact with Steering Committee.
4. A tangible product results from each Task in concise written form.

Task 3: Form Stakeholder Subcommittees
•Identify stakeholder groups/issues (education,
open space, economic development, Town
Center, etc.)
•Create “expert” subcommittees with
chairperson

Task 7: Subcommittee Exchange and Review of
Final “Green Papers”
•Subcommittees meet to review and modify
“Green Papers” and seek further
congruence/conflicts

•Townwide survey to test assumptions and draft
findings.

Task 11: Townwide Review of Draft Lexington
Vision Plan
•Review with town officials and boards
•Distribution townwide
•Townwide Open Forum #3 (draft “Lexington
Vision Plan” review)

ATTACHMENT C

Task 4: Prepare Draft “Green Paper” by
Subcommittee
•Each subcommittee prepares a draft
constituent environmental scan, profile and
vision statement (3 page limit)
•Tow resources/staff available

Task 8: Prepare Summary of “Green Papers”
as a Draft Town Vision Plan
•Steering Committee and Subcommittee
chairpersons prepare draft town vision plan
identifying consensus and conflicts around
subcommittee goals, values and vision for
town

Task 12: Prepare Final Lexington Vision Plan
•Revisions to draft plan by Steering
Committee and Subcommittee
chairpersons with town support
•Distribution to public

