
Strategic Planning 
for FIRST Robotics: 

Cultivating Strong 
Team Cultures

4-H Exploding Bacon Team 1902



Elise Cronin-Hurley 
(1902)

-Team Mentor
4-H Exploding Bacon Team 1902 

Mentor, since 2011  (Website, 
Imagery, Outreach & Awards) | Team 
Lead, 2016-2019 
- Edina Robotics Team 1816 – The 
Green Machine, 2021- Website 
mentor
- Event Volunteer 
FLL, FTC & FRC, since 2012
(Inspection Manager, Judge, and 
Judge Advisor)
- Regional Planning Committees
Orlando Website & Graphics & Judge 
Advisor and Tallahassee, 
Communications Director

- FIRST Hall of Fame since 2019, 
Communications and current 
Interim Chair
- FIRST Mentor Conference 

Planning Committee

- Professional Web & Graphics 
Designer, since 1990

- BA in Organizational 
Communications and Masters in 
Public Administration, Emphasis on 
Non-Profits and Capstone project 
on Strategic Planning



What to Expect

• Case Study
• Some tools and exercises
• My approach
• Defining parameters and understandings



WHY!
• Helps set clear, achievable goals.
• Aligns team members (students and mentors) with a shared 

vision.
• Guides the development of a strong, sustainable team culture.



1902 Case Study

4-H Exploding Bacon, Team 1902, history of planning
• Pre-2013
• 2014 

• Full day
• 14 breakout sessions 
• Brainstormed 500 ideas

• Since then our team has met every summer to take an intentional 
approach to planning our seasons. 



Brainstorming Sessions
Free flowing idea generation
• Meeting Structure/Off-Season/Speakers

What would be your idea of the perfect meeting? social activities, 
icebreakers at every meeting, welcoming team, new student/family 
packets, planned social get togethers

• Build Season
Perfect build season look like? Scheduling, Teamwork, 
Communicating

• Outreach
where you would like to do demos, are there other materials we 
need at demos, back to school (Mall demo with other FRC area 
teams)

• Competitions
How do you want Bacon to be known? what do you want to 
accomplish?

• Home Space (Goal date and back up plan)
Where? How? Word out?

• Fundraising
publix, connecting more with sponsors, Most effective? What would 
help students?

• Chairman's (Facilitators: Jessie, )
theme, things to include, Best represent Bacon?

• Student Recruitment and Retainment
high schools, malls, Where do we find potential student? How do 
we explain?

• Student Leadership - all students, ONLY one group (Facilitator: 
Jessie) -- How can students best participate/lead? What does 
leadership mean?

• Adults – Mentoring
How we can be better mentors, what resources do we need

• Communication and imagery
Big Bacon, flyers, website,

• Financial/Business
business plan start now, budget tracking

• Social Media/Digital Media/Video Production
regular campaigns? Goals

• 10 Year Anniversary
What ways can we promote? Yearbook, videos



More than 
500 Ideas

• 8 key areas 

• identified our priorities

• Developed a path to set 
shared goals



1902 Case Study

Since 2014 our team has met every summer to take an intentional 
approach to planning our seasons. 
• 2017 – Revised Mission & Vision statement
• 2018 – Values
• 2019 – Systems
• 2024 our impact – and our 11th Strategic Planning session 
Accomplishments
• set goals
• define our values 
• Review – Evaluate - Revised 



FOCUSED & Accomplishing Our Goals 

• Committees were formed.
• Goals accomplished each year.
• Team posts notes on the wall to 

stay focused moving forward with 
a stronger, more purposefully 
directed team schedule and 
guided leadership.

• In the first five years we 
• secured a year-round build space 

and have maintained fundraising for 
the $25,000 for 10 complete 
seasons

• established sub-teams
• started an international outreach 

program we believed in and have 
sustained for 10 seasons 

• Succeeded in fundraising and 
building a practice robot until bag 
and tag was abolished. 



100% realized goals 
in the first few years.



Tools and 
Exercises 

“In a free society, you 
get what you celebrate.” 
- Dean Kamen



Conduct a SWOT Analysis

INTERNAL to the Team EXTERNAL to the Team

Strengths Opportunities

Weaknesses Threats



Brainstorming 

• Identify facilitators
• Develop clear facilitator guidelines
• Brainstorming is free flowing
• Plan sessions



Facilitators

Define the role, explain the 
process and assign facilitators 
with the right fit to:
• manage interactions
• encourage quieter participants
• help participants feel free to 

express their ideas
• build trust
• manage conflict if needed

• provide guidance
• convey a sense of humor and 

enthusiasm for the process
• help the group get unstuck or 

alleviate tension or tedium 
• channel conflict constructively
• tap into courage
• hope and optimism
• congratulate people



Build a vision WITH your team!

Defining Your Team’s Vision and Mission – Building a vision for 
your team
• Why? Guide the team in establishing a clear vision and mission 

statement.



Mission & Vision

Mission statement (TODAY)
• Mission Statement: How will your team 

achieve your vision? (e.g., Fostering 
collaboration, promoting STEM education.)

• What drives your Team?

Mission statement questions look like:
• What do we do?
• Whom do we serve?
• How do we serve them?

Vision statement (TOMMOROW)
• Vision Statement: Aspirational! What do you 

want your team to achieve in the long term? (e.g., 
Inspiring innovation, achieving excellence in 
robotics.)

• What gives your team direction?

• What you want to become? 

Vision statement questions look like:
• What are our hopes and dreams?
• What problem are we solving for the greater 

good?
• Who and what are we inspiring to change?



A favorite resource
Creating  Mission  &  Vision  Statements 

Needs  t0... 

 Mission  Statement  (Why  you  Exist) Vision  statement  (Desired  end  state) 
A#oneYsentence#statement#describing#the#reason#an#
organiza-on#or#program#exists(

…easily#explained#by#others#

…be#clear#and#simple#(most#aren’t)#
…avoid#elaborate#language#&#buzz#words#

A#oneYsentence#statement#describing#the#clear#and#
inspira-onal#longYterm#change,#resul-ng#from#your#work.##

Why(do(you(exist?((problem/needs)(

______________________________________#
What’s(the(broadest(way(to(describe(the(work?(

#
______________________________________#

1-5  word  answers 

(e.g.#Millions#lack#access#to#safe#water)#

(e.g.#Providing#clean#drinking#water)#

charity:(water(is#a#nonYprofit#organiza-on#bringing#clean,#
safe#drinking#water#to#people#in#developing#na-ons.#

For(whom(do(you(do(this(work?(
#
______________________________________#

(e.g.#To#people#without#access)#

Where(do(you(work?((geographic(boundaries)(

#
______________________________________#

(e.g.#in#developing#countries)#

What(type(of(en;ty/program?(Is(this(important?(

______________________________________#
(e.g.#a#nonprofit,#volunteer#program,#event,#business,#etc)#

Example  mission  statements 

HandsOn(Network(inspires,#equips#and#mobilizes#people#to#
take#ac-on#that#changes#the#world.#

…not#be#confused#with#a#vision#statement#

View#a#list#of#50#great#mission#statements#
hPp://topnonprofits.com/missionQstatements/#

Needs  t0... 

…easily#explained#by#those#involved#

…be#clear#and#simple#(most#aren’t)#
…avoid#elaborate#language#&#buzz#words#

…not#be#confused#with#a#mission(statement#

Questions to consider 

No#child#in#our#city#will#go#hungry#to#bed#in#the#evening.#
Example  Vision  Statements 

View(a(large(list(of(example(vision(statements(
hPp://topnonprofits.com/visionQstatements/#

…be#recognizably#yours#

This#should#be#a#prac-cal,#tangible#tool#you#can(use(to(make(
decisions(about(priori;es,(ac;ons,(and(responsibili;es?(

These#should#be#prac-cal,#tangible#tools#you#can#use(to(lead(
your(group(or(organiza;on(in(achieving(quality(results(

What#needs#to#be#changed?#
What#are#the#major#issues#or#problems?#

Why#should#issues#be#addressed?#
What#are#their#costs#to#the#involved#par-es?#

What#are#the#strengths#and#assets?#
Both#of#org/program#and#those#being#served#

What#is#your#dream#endYstate?#
In#a#perfect#world,#what#would#this#look#like?#

What#would#success#look#like?#
Specifically#for#this#par-cular#project/organiza-on#

?

HandsOn#Network’s#vision#is#that#one#day#every#person#will#
discover#his/her#power#to#make#a#difference.##

2#

A  collaboration  between 
creating a volunteer management program 

If#you#share#this#resource#please#link#to##
h<p://topnonprofits.com/visionYmission#

topnonprofits.com## pointsoflight.org#
@vankorlaar# @HandsOnNetwork#

handsonnetwork.org#
@PointsofLight#



1902’s Mission and Vision

Mission Statement
• Have Fun, Doing Cool Things that Help People

IN ORDER TO

Vision Statement
• Grow capable leaders who will make a positive impact



Defining your Values

Building a Strong Team Culture
Why?
• Help teams define the values and behaviors 

that will shape their culture.
• Core Values: Identify what’s most important to 

the team (e.g., respect, innovation, teamwork).
• Team Identity: How do you want others to 

perceive your team? (e.g., as a collaborative, 
creative force in robotics.)
• Inclusivity: Ensure that every team member 

feels valued and included.



Resources



The Goals

Setting SMART Goals
Why? Teach students and mentors how to set Specific, 
Measurable, Achievable, Relevant, and Time-bound goals.
• Create:

• Short-Term Goals: Focus on immediate objectives (e.g., improving robot 
design, enhancing teamwork).

• Long-Term Goals: Aim for overarching goals (e.g., winning regional 
competitions, increasing community outreach).

• Action Plan: Break down goals into actionable steps, assigning 
responsibilities and timelines.



SMART GOALS

• Specific: Clearly defined objectives that 
outline what you want to achieve

• Measurable: Quantifiable goals that 
allow you to track your progress

• Achievable: Challenging yet realistic 
goals that are within reach and not 
impossible to achieve

• Relevant: Goals that align with your 
values and long-term objectives

• Time-bound: Goals that have a deadline 
to promote effective time management



Using Goals to build a Foundation

• Establish 1, 3, and 5 year goals
• Plan for how to achieve those goals
• Business Plan & Sustainability



Role & Responsibilities

Roles and Responsibilities
• Why? Define clear roles for both students and mentors to ensure 

smooth team operations.
• Key Points:

• Leadership Roles: Assign roles such as team captain, project manager, 
and technical leads.

• Mentor Involvement: Clarify the role of mentors in guiding, supporting, 
and empowering students.

• Collaboration: Encourage collaboration between students and mentors 
to achieve common goals.



Progress and Adjustments

Monitoring Progress and Adjusting Plans
• Why? Establish a system for regularly reviewing progress and 

making necessary adjustments.
• Key Points:

• Regular Check-ins: Schedule periodic reviews to assess progress towards 
goals.

• Flexibility: Be prepared to adjust strategies based on what’s working and 
what’s not.

• Celebrating Successes: Recognize and celebrate achievements to keep 
the team motivated.



Strategic Planning or Annual Meeting

• Inclusive meetings with students and mentors. 
• Adult/Student breakout sessions can yield interesting discussions.

• Don’t stress about the order.
• Determine your team mission, statement, vision statement, goals, 

and objectives.
• Brainstorm ideas.



Impact
Result of what you are doing?
• Establish timelines & expectations.
• Consider the size of your team and resources 

available
• Identify areas the team members would like to 

address
• Brainstorm
• Create living documents that change as 

circumstances and new awareness evolve
• Why does this change cultures? Imagine. 

Coming together defining what is important to 
you and making plans together to reach and 
maintain you values and dreams.



This is a Learning Process

• You will experience new circumstances.
• Events
• Personalities & Stakeholders
• Budget

• You will see patterns develop.
• Modify your plan
• Adapt for maximum success.



Tap into Your Resources

• Some of the people already connected to your team may already 
have tools available to help you work smarter!
• Mentors
• Sponsors
• Partners
• Parents
• Alumni



Firm Foundation in FIRST Culture

• https://www.firstinspires.org/about/vision-and-mission
• Gracious Professionalism
• The FIRST Core Values
• The Vision and Mission Statement

• https://www.firstinspires.org/about/diversityinclusion
• Diversity
• Equity
• Inclusion 
• Accessibility

https://www.firstinspires.org/about/vision-and-mission
https://www.firstinspires.org/about/diversityinclusion


Wrap Up! 

• Develop a process that works for your team. 
• Brainstorm with your members to address the issues specific to 

your team and work together to determine how to best manage.
• You are not likely to be the first to experience a given issue.  

Search online for teams with similar challenges and creative 
solutions.
• Reach out to your FIRST Regional Directors and FIRST Senior 

Mentors when you aren’t sure of something.
• Your mission matters!



Elise Cronin-Hurley (1902)

Questions?

• DM me in Slack or Email me at: 

elise@liseydreams.com


