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Every year people in hundreds of communities across the United States 
come together with the goal of increasing the vitality of their 
neighborhoods, transforming them into places for active, healthy living.  
Parent groups strategize how to improve the safety of streets for children 
traveling by foot to school.  Environmental activists seek to improve 
connections in bike routes for carbon-free commuting.  Public health 
advocates aim to champion area parks and trails as great places for 
exercise as a means of addressing issues of overweight and obesity. 

These resources are for those communities that meet their goals ï their 
kids walk to school on safer streets, their road networks improve and park 
attendance increases ï and especially for the communities that do not.  
They are for groups seeking to build on prior efforts and for those groups 
who may be stalled or frustrated in their efforts (perhaps overwhelmed by 
what seem to be an endless number of tools and resources available).  
They will also orient and help prepare communities just starting their work.   

At their most basic these resources: 

1. Provide a guide to using and implementing the wide range of active 
living tools, projects and programs that put communities on the path 
toward fashioning themselves as Active Living environments; 

2. Empower users with an understanding of how to engage in 
participatory democracy; 

3. Empower users with an understanding of how to think through needs 
and desired results 

4. Provide a step-by-step model for community engagement and action 
premised on the idea that if we can better help people understand and 
link the series of decisions and steps that are required to make change 
happen then more change will happen; 

5. Identify how capitalizing on momentum can effect even more change. 

 

The National Center for Bicycling & Walking invites you and your 
communities to use these resources as you work toward more walkable, 
bike-friendly, Active Living environments and a healthier, happier society.  
Put on your walking shoes, grab a bike helmet and join us!   
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Foreword  

The National Center for Bicycling & Walking (NCBW), through its Active 
Living Resource Center (ALRC), conceived of a multi-staged approach to 
assist community advocates and others find and use the best available 
tools and programs to help them make their community more pedestrian 
and / or walk friendly ï what we define more broadly as Active Living 
Environments (ACEs).  The ALRC aims to support change in the way we 
plan, design, and manage our environments to create active, healthy 
communities.  The work of the ALRC is informed by the programs and 
operations of the National Center for Bicycling & Walking.  These projects 
are funded with a grant from The Robert Wood Johnson Foundation.   

This multi-staged approach includes: 

1. A catalog or ñlibraryò of community assessment tools, resources, and 
programs (The NCBW / ALRC Environmental Scan). 

2. A logic model or ñRoadmapò to using and implementing the wide range 
of tools, projects and programs reviewed in The NCBW/ ALRC 
Environmental Scan. This document aids Planners, Coordinators, 
activists, advocates and others put communities on the path toward 
becoming Active Living environments.  It guides these organizers 
through ñthink throughò and framing exercises with community 
members, building community capacity along the way (The NCBW / 
ALRC Roadmap for Active Community Implementation). 

3. A marketplace of several ñmicroò Roadmaps, or planning guides 
applying The NCBW / ALRC Roadmap for Active Community 
Implementation to specific desired outcomes.  These marketplace 
offerings are for community advocates working on, for example, efforts 
to improve safety and walk- and bike-to-school rates in school 
catchment areas for students and others for whom schools are a 
destination or other issues of their concern (The NCBW / ALRC Active 
Community Schools Workbook). 

 
These materials are works-in-progress.  We are constantly updating and 
adding information to The NCBW / ALRC Environmental Scan (it has 
evolved to an interactive web-based document on the ALRC website).  
We are always seeking input from users regarding The NCBW / ALRC 
Roadmap for Active Community Implementation.  Lastly we are working to 
identify community needs for micro Roadmaps and respond with 
additional marketplace tools  
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The Need for these Resources  

These materials reflect our synthesis of, and response to, findings from 
dozens of interviews and surveys of bicycle and pedestrian activists and 
organizers; reviews of projects, programs and associated materials related 
to bicycle-friendly, walkable, and active community initiatives; reviews of 
community assessments and evaluation tools; and analysis of ñActive 
Living communityò components.  We refer to these activities our original 
ñEnvironmental Scan.ò 

We also convened two focus groups to discuss our findings, and to identify 
policy and other barriers to successful implementation of walk, bike, Active 
Living and other active community initiates.  Participants in these focus 
groups included Bicycle and Pedestrian coordinators and Transportation 
officials, and representatives from the Public Health field, advocacy 
groups, academia, transportation planning, engineering and others. 

Reviewing data from these sources we recognized a pattern of macro-
level organizational barriers to successfully implementing bicycle, 
pedestrian and healthy community initiatives: 

1. Need for tools that help navigate and make sense of the various 
resources available, linking them more directly to community purposes. 

2. Need to rethink current models of engagement and outreach efforts to 
better connect to other disciplines, organizational partners, and to 
community groups, organizations and demographics not currently 
connected to. 

3. Need for a model that helps Planners, Coordinators, organizers, 
activists, advocates and community partners think through 
engagement and planning activities and to prioritize next actions. 

4. Need for planning beyond the plan at the outset of community projects 
in order to capitalize on momentum generated by community-based 
efforts to improving linkages to social movement frameworks and to 
other groups, projects, programs and efforts. 

5. Need for a shift in perspective from disconnected community-based 
struggles to collective efforts that contribute to a larger movement for 
social change. 

These barriers suggest that communities are largely flying solo as they 
feel their way through community organizing (often missing connections 
with key partners).  They waste time attempting to interpret stacks of tools 
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and resources, and muddle through planning exercises.  Few of the 
resources we reviewed address these barriers.  Furthermore, we found 
few resources designed to support communities in their efforts to connect 
to state/regional or national support networks. 

Our findings also prompted self reflection.  What is missing from the 
NCBWôs advocacy efforts and those of other national advocates for 
bicycle, pedestrian and Active Living efforts?  How can we better assist 
communities as they attempt to realize their visions of healthier, more 
active environments?  How can national organizations come together to 
advance a movement for more walkalbe, bikable and Active 
Communities? 

We realized that although we work hard to effect positive change, as do 
other national bike, ped and Active Living advocacy groups, we could 
barely see the forest of an emergent movement for change for the trees of 
our immediate concerns.  We were missing connections with key partners 
(falling short when it came to consistently advancing democratic, 
participatory engagement) and missing opportunities to cultivate networks 
of support for our concerns.  We were failing to link our efforts with other 
similar efforts to build momentum and contribute to a larger movement to 
social change.  Us advocates, it seems, are more a collection of national 
organizations working toward a loose affiliation of similar goals rather than 
a collective of advocacy organizations working to support, encourage, and 
share resources with one another as we move to shape a broader 
movement for a walkable, bikable, active and healthy America. 

The three documents that follow, The NCBW / ALRC Environmental Scan, 
The NCBW / ALRC Roadmap for Active Community Implementation, and 
The NCBW / ALRC Active Community Schools Workbook (an application 
of the larger Roadmap model to organizing around community schools) 
developed sequentially, and in response to the barriers identified (above).  
They represent one attempt to improve the accessibility of existing 
resources for community needs, and to move Bicycle, Pedestrian, and 
Active Living organizing one step further on the path toward social change. 
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About the Tools and th e Organization of Materials  

I. The NCBW / ALRC Environmental Scan 

Communities looking to become more walkable and bike-friendly have a 
host of tools, projects and programs available to help them on the path 
toward their goals.  Many communities arenôt aware of these resources, 
while others are simply overwhelmed by the options and donôt know where 
to start.  The NCBW / ALRC Environmental Scan is a guide to these 
resources, suggesting their utility for different needs and user groups.  It 
suggests a sequence for their use, categorizing the tools per the first six 
stages of The NCBW / ALRC Roadmap for Active Community 
Implementation Part II Logic Model. 

For each tool profiled in The NCBW / ALRC Environmental Scan we 
provide basic access information, a summary of materials, and 
suggestions for use.  Where possible we provide examples of best 
practice.  For each ñstageò of tools we define terms and distinguish 
between the various approaches to tool use. 

II. The NCBW / ALRC Roadmap for Active Community Implementation 

The NCBW / ALRC Roadmap is designed to be a guide to using and 
implementing the wide range of active living tools, resources, projects and 
programs that put communities on the path toward fashioning themselves 
as active living environments.  The NCBW / ALRC Roadmap responds to 
what bicycle and pedestrian activists and advocates around the country 
have identified as the need for tools that help navigate and make sense of 
the various resources available.  It seeks to link these resources more 
directly to community purposes, building on The NCBW / ALRC 
Environmental Scan. 

The NCBW / ALRC Roadmap helps create the architecture for a 
successful Active Community engagement campaign.  It links bicycle, 
pedestrian and Active Living campaigns to social movement organizing 
(Part One); identifies community capacity resources necessary for a sturdy 
foundation (Part Two: Blueprints, Bricks and Mortar); details a seven stage 
process to shape projects and programs, keep them on track, and link 
efforts to broader movement goals (Part Three: The Logic Model); and 
suggests sources to help with the undertaking (Part Four: Resources and 
Tools). 

Detailed worksheets that help users think through community goals and 
needs and help next steps are the organizing principle of The NCBW / 
ALRC Roadmap. The document aims to empower folks responsible for 
implementing and championing bicycle and pedestrian initiatives at local, 
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regional and state levels.  It is designed for bicycle, pedestrian and Active 
Living Planners, Coordinators, advocates and other organizers as they go 
about their work of helping communities realize their visions.   

III. The Schools Application 

The NCBW / ALRC Active Community Schools Workbook  is a tool for 
communities, schools and others working to improve safety for bicyclists 
and pedestrians in school catchment areas and increasing walk-to-school 
and bike-to-school rates for students and others for whom community 
schools are a destination.  A program for Active Community Schools could 
address one or more of the following five components:  encouragement, 
access, controlling vehicular movements, site design or location.  It could 
include a comprehensive Safe Routes to School (SRTS) Program or a 
city-wide commitment to locating new schools within walking or cycling 
distance of the community it serves.  The NCBW / ALRC Active 
Community Schools Workbook supports users step-by-step as they think 
through and plan for all stages of schools-area program development and 
implementation for the component(s) they choose to address.   

Following the template of The NCBW / ALRC Roadmap, this document 
poses guiding questions, provides detailed worksheets and identifies 
external resources.  The NCBW / ALRC Active Community Schools 
Workbook helps community groups link objectives with clearly defined 
actions and aids them in identifying and communicating visions, 
deliverables and other activities that drive successful plan development 
and implementation. 
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The NCBW / ALRC  Roadmap for 

Active Community Implementation  

 

At the heart of The NCBW / ALRC Roadmap for Active Community 
Implementation is a vision of a healthy America that starts with the 
physical aspects of our communities:  the network of connections in our 
neighborhoods ï most principally our streets and paths and roadways ï 
that help us get to where we want to go by foot or bike.  The NCBW / 
ALRC Roadmap aims to empower bicycle, pedestrian and Active Living 
Planners, Coordinators, advocates and organizers as they go about their 
work of helping communities realize this vision.   

The NCBW / ALRC Roadmap helps create the architecture for a 
successful Active Community engagement campaign.  It links bicycle and 
pedestrian organizing to larger social concerns (Part One: Movement 
Models); identifies resources needed for a sturdy foundation (Part Two: 
Blueprints, Bricks and Mortar); and details a seven stage process to shape 
projects and programs and keep them on track (Part Three: The Logic 
Model).  The framework for action is built on a series of worksheets 
designed to help users think through goals, needs and next steps. The 
NCBW / ALRC Roadmap is designed for folks responsible for 
implementing and championing bicycle and pedestrian initiatives at local, 
regional and state levels. 

The NCBW / ALRC Roadmap views bicycle, pedestrian and active living 
advocacy as parts of a larger framework ï a movement for social change 
that seeks safer streets, cleaner environments, improved accessibility and 
healthier bodies for all members of society.  Practical models to social 
movement success exist.  Situating bike, pedestrian, and Active Living 
efforts in a larger movement framework provides access to these models 
and helps expand awareness of the broader impacts of organizing efforts.  
With an increased awareness of impacts and a new set of resources 
organizers are better able to set appropriate long- and short-term goals; 
confidently develop the most effective strategies, tactics, and programs; 
and remain optimistic and engaged in the face of potential challenges. 
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How does the NCBW / ALRC  Roadmap work?   

 

The NCBW / ALRC Roadmap is a combination organizing handbook and 
planning workbook designed to help Planners, Coordinators, advocates, 
organizers and others think through and plan for community engagement 
around bicycle, pedestrian and Active Living initiatives.  It is designed to 
support organizers and their communities step-by-step as they move 
through the stages of engagement around bicycle, pedestrian and Active 
Living efforts by 1) interpreting available tools and resources and linking 
them to specific needs; 2) prioritizing the engagement of multiple and 
diverse stakeholders; and 3) encouraging consensus formation and 
reasoned action. 

The NCBW / ALRC Roadmap connects bicycle, pedestrian and Active 
Living exercises to social movement organizing and movement 
frameworks (Part One). It then introduces users to the core components of 
movement organizing, capacity building, and democratic participatory 
engagement.  It builds on these components to link bicycle, pedestrian 
and Active Living activities to larger movement goals (Part Two).  It then 
presents a seven stage model for organizing and engagement around 
concerns (Part Three).  Lastly it suggests appropriate external resources 
for each stage (Part Four). 

These stages include: 

Stage 1. All On Board (Community building and advocacy) 

Stage 2. Charting the Course (Get organized) 

Stage 3. Lay of the Land (Data needs and assessments) 

Stage 4. Daytrips (Project development) 

Stage 5. Long Hauls (Program development) 

Stage 6. Travelogue (Process and outcome evaluations) 

Stage 7. Pins on a Map (Contextualize success within movement goals) 

Working through the worksheets for each stage will enable organizers to 
improve their strategizing and thinking to help community members and 
communities build capacity, recognize the inherent people power of 
democratic and participatory engagement, and prepare for the hard work 
of shaping a plan or launch an initiative. 
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About the Worksheets  

Worksheets are provided for each of seven stages in Part II: The Logic 
Model.  They are designed to walk users through the planning of Active 
Community initiatives.  Completing the worksheets does not require 
significant (if any) cost outlays.  These are ñthink-through-itò documents 
and will be useful framing tools regardless the size and complexity of the 
initiative.  Be sure to document and share the materials generated by the 
worksheets and consider revisiting them at two-, five-, and ten-year 
intervals or as partnerships grow, efforts evolve, the political landscape 
changes and/or as concerns change. 

Many of the worksheets are divided into two sections:  framing questions 
and driving questions.  Before you begin working with partner groups to 
complete the worksheets you should read the document from beginning to 
end so as to develop a feel for the scope of the undertaking.  While 
conducting a thorough read-though prior to the process users will likely 
shape additional questions appropriate to community needs. 
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Part One:  Social Movement Models  

The NCBW perspective of social movements sees them as collective 
actions organized around specific social problems or grievances.  The 
goal of these collective actions is to cultivate a groundswell of public 
interest and effort focused on effecting change and restoring critical social 
values.  Well conceived social movements do not simply focus on their 
particular grievance, but foster the capacity and agency of citizens and 
activists, supporting them as they go about the hard work of alerting, 
educating, and mobilizing the populace regarding the social problem of 
their concern.  Movement organizing includes capacity building and 
training in community participatory engagement exercises supporting a 
ñpeople power modelò that celebrates the power of the people to create 
social change.  It also includes connecting with goals of larger movements 
and other organizations working on similar issues. 

Contextualizing Active Community efforts in a movement framework  

The NCBW / ALRC Roadmap works to link bicycle, pedestrian and active 
community advocacy to larger, relevant, movement frameworks.  For 
example, the growing movement for support of bicycle and pedestrian 
friendly environments and Safe Routes to Schools (SRTS), movements 
for improved accessibility (spearheaded by advocates of the ADA and 
AARP), or social change that seeks safer streets, cleaner environments  
and healthier bodies for all members of society (Active Living by Design). 
 
Current community walk/bike efforts are frequently isolated from others 
working toward the same or similar goals.  They lack connections that 
might provide insight into engagement exercises, organizing, planning and 
maintaining momentum.  Too often they become demoralized by defeats 
or what seems to be a far-too-slow move toward a tipping point for desired 
change.  Even well-established efforts may flounder.  Identifying a 
movement framework to observe and work within can prod communities to 
the realization that these failures are part of almost all organizing 
processes.  Likewise, working within a movement framework can lift spirits 
and buoy efforts as communities view and celebrate the cumulative 
successes of movement actions. 
 
Academics, activists, and others have long been interested in social 
movement organizing largely because of its ability to sustain dispersed 
efforts and affect wide scale changes.  A rich literature exists on topics 
including organizing and movement theories, developing practical models 
for movement success, and analyses of model application.  Our intent is 
not to duplicate the manuals and materials that provide strategies for 
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movement organizing, capacity building and democratic, participatory 
engagement, but to provide a ñQuick Guideò introduction to some of the 
key concepts.  We also suggest resources and further reading on the 
topics.  Our discussion is geared toward Planners, Coordinators, 
organizers and activists responsible for achieving bicycle, pedestrian and 
Active Living goals by encouraging public engagement, cultivating 
community capacity, and advancing the ñpeople power modelò of 
persuasion for change. 
 

Advantages of contextualizing efforts in larger movement framework  

Situating Active Community-related efforts in larger movement frameworks 
provides access to successful organizing models and helps expand 
awareness of the broader impacts of organizing efforts.  Maintaining a 
connection with a larger movement goal can also facilitate beneficial 
connections with other organizations working on similar issues.  With an 
increased awareness of broader impacts, the ability to tap a well of 
collective knowledge via an expanded community of organizations with 
similar interests, and a new and continuously updated set of resources, 
Planners, Coordinators, activists, organizers and others are better able to: 

1. Identify tools and tricks of capacity building; 

2. Improve community mobilization efforts;  

3. Work with community partners and stakeholders to set appropriate 
long- and short-term goals; 

4. Develop strategic and more effective communications campaigns; 

5. Stay connected to research and ñbest practicesò on the issues; 

6. Confidently develop the most effective strategies, tactics, projects and 
programs; 

7. Understand and communicate stages of progress and goal 
achievement in the context of social movement models and broader 
movement framework; 

8. Remain optimistic and engaged in the face of potential challenges; 
Identify and celebrate incremental progress and success; and  

9. Cultivate an understanding how the whole is not only greater than the 
sum of its parts, but sets the stage for greater wholeness. 
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A no te on points of resistance  

It is our view that every point of access for an initiative, be it community 
building and advocacy (Stage I), getting organized (Stage II), data 
gathering and assessments (Stage III), project development and 
implementation (Stage IV), program development and implementation 
(Stage V); evaluations (Stage VI), or contextualizing efforts within a 
broader movement framework (Stage VII) is a potential center of 
resonance for activating and enlivening the effort.   

Organizing, program development and movement building is tough work.  
Not everyone will see eye-to-eye on visions, missions, and goals.  Some 
may purposefully attempt to block or undermine your efforts.  This is not a 
reason to throw up your hands and walk away.  Listen to different 
perspectives, put you feet in the shoes of others, be flexible, and 
persevere!  In that some of the most profound transformations occur when 
conflicting visions, strategies and alliances force a fresh perception of what 
is possible, pay close attention to these points of resistance.  Points of 
resistance in an emergent community shape the flow of energy and the 
grain or texture of organizational resilience. 
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WORKSHEET A:  Identifying social movement models  

Framing Questions How are you connected?  

What goals (if any) do you 

share with the movement? 

Notes 

Are you connected to any 
specific national movement 
organizing efforts? 
 

¶ Safe Routes to 
School (SRTS) 

¶ Livable Streets 

¶ The Smart Growth 
Network 

¶ Transportation 
Equity Network 
(TEN) 

¶ Active Living by 
Design 

¶ Sustainable 
Communities 
Network 

¶ AARP 

¶ Other 
 

  

Driving Questions Notes 

What do you want to achieve over the long 
term? 
 
 
 

 

What movement(s) might help support 
your goals? 
 
 
 

 

How might understanding and connecting 
to a larger organizing / movement 
framework assist you in your efforts? 
 
 
 

 

What can you do to improve your 
connections with movement efforts? 
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Part Two:  Blueprints, Bricks and Mortar  

We use the analogy of masonry to illustrate the three core components of 
movement organizing, capacity building and democratic, participatory 
engagement that support The NCBW / ALRC Roadmap model for 
organizer-led bicycle, pedestrian and Active Community campaigns.  
Masonry is the building of structures from individual units, for example 
bricks, and bound together by mortar.  It is typically done by hand, and is a 
team effort.  Masons consult blueprint designs and specifications prior to 
determining the proper layout of the material.  Materials used, the quality 
of mortar, the workmanship, and patterns of assembly affect the final 
product.  Nevertheless, it is a highly durable form of construction. 

Here we apply the masonry analogy for Active Community campaigns.  
The intent is not to duplicate the manuals and materials that provide 
strategies for movement organizing, capacity building and democratic, 
participatory engagement, but to introduce concepts and suggest 
additional resources for Planners, Coordinators, organizers and others. 

Blueprints:  Movement Organizing  

The Blueprint concept suggests that all healthy community efforts, 
regardless how small, be conducted with the intent of advancing a large 
scale movement for social change.  Larger movement frameworks serve 
as the blueprint.  All projects, programs, audits and assessments are 
undertaken with the goal of a greater social good, for example the success 
of movements for safer streets, cleaner environments, improved 
accessibility, and healthier bodies for all members of society, or the 
success of a movement to curb childhood obesity.   

Bicycle, pedestrian and Active Living work can fit in many social 
movement frameworks.  Situating the work of bicycle, pedestrian and 
active living advocacy as part of a larger movement framework, for 
example the blueprint of a movement to curb childhood obesity or a 
movement to reduce carbon emissions, gives us a sense of a bigger 
picture.  Linking activities to the goals of a larger movement broadens the 
scope of partnerships and can make our individual tasks in the bike/ped 
world seem less daunting.  Learning from larger movements can help with 
small scale goal creation, strategy development and tactic formation.  It 
underlines the importance of synthesis in activities.  Awareness of a higher 
goal also helps maintain perspective and provide encouragement and 
motivation to advocates and organizers in the face of potential challenges.   
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Bricks:  Capacity Building  

According to the nonprofit Aspen Institute, community capacity refers to 
ñthe combined influence of a communityôs commitment, resources, and 
skills that can be deployed to build on community strengths and address 
community problems and opportunities.ò  We view community capacity as 
a holistic representation of capabilities (those with which the community is 
endowed and those to which the community has access) plus an 
understanding of the facilitators and barriers to realization of those 
capabilities in the broader social environment. 

Capacity building is the "process of developing and strengthening the 
skills, instincts, abilities, processes and resources that organizations and 
communities need to survive, adapt, and thrive in the fast-changing 
world."1  It is about enabling networks of organizations and community 
groups to deliver programming and defined benefits for a community.  Just 
as a building is built brick by brick, so is capacity developed person by 
person, skill by skill.  In discussing capacity building here the intent is not 
to provide a manual of capacity building exercises but to highlight the 
importance of considering capacity building as an element in all activities.  
We include a checklist  

Capacity building typically includes the following three elements: 

1. Human resource development: the process of equipping individuals 
with the understanding, skills and access to information, knowledge 
and training that enables them to perform effectively. 

2. Organizational development: the elaboration of management 
structures, processes and procedures, not only within organizations 
but also the management of relationships between the different 
organizations and sectors (public, private and community). 

3. Institutional and legal framework development: making legal and 
regulatory changes to enable organizations, institutions and agencies 
at all levels and in all sectors to enhance their capacities. 

Assessing your communityôs capacity entails both imagining how things 
might be and identifying what it will take to get there and the steps needed 
to translate plans into action.  It generates awareness of your communityôs 
strengths, issues, and conflicts, as well as a sense of commitment, 
common purpose, and empowerment.  It also facilitates identification of 
networks across agencies, organizations, and individuals. 

                                                      
1
 Ann Philbin, Capacity Building in Social Justice Organizations.  Ford Foundation, 1996. 
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Mortar:  Democratic, Participatory Engagement  

Broader movement goals are the blueprint, capacity building the bricks, 
and democratic participatory engagement is the mortar ï the stuff that 
holds the effort together.  Participatory democracy strives to create 
opportunities for all members of a group to make meaningful contributions 
to decision-making, and seeks to broaden the range of people who have 
access to such opportunities.  It attempts to accustom people to 
engagement in which quiet people are encouraged to speak up, 
consensus building techniques are applied, and transparency is part and 
parcel of all decisions. 

A concerted effort to cultivate equal partnerships amongst stakeholders 
can bring more flexibility to group decision making, help sustain the 
individuals involved in the work, increase resources available, and build 
credibility not only for the projects and programs, but for the larger 
movement as well.  Grounding planning activities and decision making in 
participatory engagement paves the way for an environment supportive of 
active communities.  Again, the intent here is not to provide a how-to guide 
to participatory engagement, but to underline the importance of creating 
effective and efficient democratic organizational structures and group 
dynamic processes. 
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Part Three:  The Logic Model  

The NCBW Logic Model presents a seven stage hierarchy of activities 
designed to support bicycle, pedestrian and Active Living organizing.  It 
moves through stages from engagement and planning to assessments, 
projects and programs, to evaluations, and finally re-contextualization of 
effort considering broader movement goals.  Worksheets are provided to 
help partners think through each step.  The model is designed to flow 
sequentially but it is flexible: communities may choose to work through 
only those Worksheets most appropriate to their needs and goals. 

The Seven Stages of the Logic Model include: 

Stage I:  Community Building and Advocacy brings awareness to the 
issue(s) and builds capacity in neighborhood, coalition and institution-led 
efforts.  The focus at this stage is on strengthening ties among partners. 

Stage II:  Vision and Mission Development creates the infrastructure 
necessary for success.  It includes identifying goals, scripting action steps, 
considering impacts, engaging stakeholders, establishing rules of 
engagement, and identifying process and outcome measures. 

Stage III:  Data needs and Assessments summarizes methods of 
information gathering and categorizes the assessment types and activities.  
The importance of data gathering is also discussed. 

Stage IV:  Projects are temporary endeavors undertaken to create a 
unique product, service or result.  They include plan and policy 
development (e.g. creation of a Bikeway Plan or passage of a policy that 
details pedestrian-oriented intersection design).  Projects often lead to and 
are included as part of Programs. 

Stage V:  Programs are multi-faceted efforts managed in a coordinated 
way under which action may be taken toward a goal (e.g. a coordinated 
effort to implement and sustain a Safe Routes to School (SRTS) agenda. 

Stage VI: Evaluations treats evaluation exercises both theoretically and 
practically.  This stage highlights the importance of both program and 
process outcomes to effecting meaningful change, and suggests means 
by which to accomplish successful evaluations.   

Stage VII:  Context guides Planners, Coordinators, activists, organizers 
and advocates in contextualizing successes and challenges within broader 
movement goals. 

STAGE 

All on Board!  
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I 

Community Building  

Building healthy partnerships around Active Community initiatives is 
imperative.  Before you begin, determine who to bring to the table to 
vision, plan, champion, share resources and help effect the change you 
desire.  Partnership members could include: community residents, 
philanthropic organizations, media, local government, local transportation 
agencies, local bicycle or pedestrian advocates, law enforcement 
agencies, a local health agency or recognized health organization, local 
civic associations, and others. 
 
The community building process aims to identify and strengthen ties 
among partners and assist them in working individually and collectively 
toward change.  Community building encompasses a number of 
dimensions, including: participation; capacity building; governance; 
collaboration; social capital development; and strengthening civic 
practices.  
 
A Community Capacity Assessment is a good place to start in identifying 
who to bring to the table to affect change.  A Community Capacity 
Assessment also helps to identify and measure various dimensions of 
community activity and resources including: participation, leadership, skills 
and knowledge, social and interagency networks, sense of community, 
community history, community structures, community values, and critical 
reflection.  Work through the Community Capacity Checklist (Worksheet 
1.1) to develop an understanding of your bicycle and pedestrian 
environment and to identify assets, resources and partners.   
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WORKSHEET 1.1  ð Community Capacity Checklist  

Community demographic profile 
 ã Population, education, income, race, ethnicity, age, gender 
ã Community maps of schools, parks and recreation facilities 

 ã Tourism, industry, economic and labor force data 
 ã Latest status of local overweight, obesity and diabetes rates 
 ã Latest statistics of traffic conflicts including cyclists / pedestrians 
 
Community health advocacy 
 ã Hospitals, doctors, dentists, clinics, public health community 
 ã History of health risk issue awareness efforts 
 
Community bicycle /pedestrian advocacy 
 ã Bicycle / walking clubs 
 ã Bicycle / pedestrian planners, engineers or consultants 
 ã Engagement in iWALK (or similar) activities 
 ã Engagement in Safe Routes to Schools activities 
 
Local policies and process 
ã Local bicycle / pedestrian-related laws and public policies 

 ã Local enforcement, compliance and regulation record 
 ã How local laws get passed, timeline 
 ã Referendum analysis 
 
Local politics and elected officials 
 ã Assessment/bios of Mayor, city council, and city staff 
 ã Assessment/bios of other elected officials (county/state-level) 
 ã Potential champions among council and staff 
ã Political trends:  voting history, political boundaries, election 

cycle 
 ã Review of current and pertinent city/county issues 
 
Media and communications 
 ã Newspapers, radio, tv/cable, web-sites 
 ã Editorial pages 
 ã Community organization updates, publications or newsletters 
 
Community support and polling 
ã Existing vision(s) for active living, healthy communities 

approach 
ã Recently conducted community polls or surveys 

 ã Worksite surveys and community-wide polling 
 ã Related indicators of support for active living programs 
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WORKSHEET 1.2 ð Identify the Approach to Engaging Partners  

Framing Questions Notes 

Does the issue directly affect quality of life 
of residents (health, safety, environment, 
recreational issues)? 
 

 

 

Are legal or administrative elements a 
consideration? 
 
 

 

Might the issue have long-term, large-scale 
or otherwise significant social, 
environmental, and/or economics impacts 
for partner and stakeholder groups? 
 
 

 

Driving Questions Notes 

What specific information are you seeking 
from partners and stakeholders?  
 
Inform: To provide them with balanced 
and objective information to assist them in 
understanding the problem, alternatives, 
and/or solutions.  
 
Consult: To obtain feedback on analysis, 
alternatives and/or decisions  
 
Involve: To work directly with them 
throughout the process to ensure issues 
and concerns are consistently understood 
and considered. 
 
 

 

What other principles, values or 
commitments need to be considered? 
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WORKSHEET 1.3 ð Identifying Partners and Stakeholders  

Organizing for change can be overwhelming.  Partnering with a broad 
range of constituencies that acknowledge a common goal and make a 
commitment to collaboration builds confidence, lessens the burden on any 
one partner, and makes the task less daunting.  Public, private and 
volunteer sector partners include bicycle and pedestrian advocates, health 
advocates, funding resources (including philanthropic institutions and 
foundations), targeted populations, planning / regulatory agencies, 
volunteer groups, business, education, communication and government. 

Framing Questions Notes 

What are the geographic boundary / 
catchment area for this effort? 
 
 
 

 

Based on the geographic boundary, who 
specifically might want to be involved? 
 
 
 

 

Who needs to be involved outside this 
geographic boundary? 
 
 
 

 

Does anyone need to be involved from 
municipal government? 
 
 
 

 

Driving Questions 

Stakeholder Group What issues are of 

concern to this 

group? 

What information do 

they need from us? 

What do we need 

from them? 

Internal Stakeholders 
 
 
 
 

   

External Stakeholders 
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WORKSHEET 1.4 ð Identify Tools / Resources for Partner Engagement  

This will help determine the appropriate tools and resources to engage the 
appropriate partners.   

Stakeholder 
Group 

Size of 
Group 

 

Question Being Asked Suggested Tool 

Internal 
 

   

 
 

   

 
 

   

 
 

   

 
 

   

 
 

   

 
 

   

External 
 

   

 
 

   

 
 

   

 
 

   

 
 

   

 
 

   

 
 

   

 

See NCBW / ALRC Roadmap for Active Community Implementation ñPart Three:  
Tools and Resourcesò and The NCBW / ALRC Environmental Scan ñStage One 
Toolsò for additional Community Building and Advocacy Tool suggestions. 
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Advocacy  

Advocacy focuses on the means, resources and activities that individuals 
and groups use for engaging partners and stakeholders and for bringing 
attention to a particular issue. This can include position papers, research, 
coalition building, public education and awareness campaigns, media, 
meetings and many other forms of outreach and engagement.   
 
There are two principal approaches to advocacy: political advocacy and 
reformist advocacy.  Political advocacy targets the political level in 
attempting to influence high level processes, structures and patterns of 
thinking.  Reformist advocacy uses constructive engagement to target 
particular people, and/or specific programs and projects.  It typically needs 
a higher level of technical knowledge based on experience in order for the 
presented views to be taken seriously.   
 

WORKSHEET 1.5 ð Planning the Engagement Strategy  

Framing Questions Notes 

Is a political or reformist approach to 
advocacy more appropriate for our needs? 

 

 

Driving Questions Notes 

Who are the audiences?   

What are the appropriate communication channels 
and media? 

 

  

Which types of media should we utilize? 
 

  

Who will be assigned communication roles and 
responsibilities? 

 

  

What is the activity plan to reach each target 
audience? 

 

  

What feedback collection mechanisms (e.g. 
voicemail, mail, e-mail) will be used? 

 

  

How will we evaluate communication 
effectiveness? 

 

  

 



  18  

STAGE 

Charting the Course  2 

Get Organized  

Partners need to shape a shared vision of what they want to achieve.  
Goals and objectives should be identified in all project and planning 
documents and should be set forth to guide partner engagement and 
planning activities.  Goals and objectives should be chosen, understood, 
and agreed upon by all partners.  The question ñwhere do we want to goò 
must be answered by all interested members of the community. 
 
Partners must be willing to work with different perspectives, values, and 
priorities.  These differences will often be reflected in the varying 
approaches to plan development, decision-making, evaluation and even 
the celebration of success.  The willingness of all partners to come to 
agreement on a common vision, mission and approach at the outset of the 
effort is itself an exercise in collaboration, and can help avoid internal 
discord and better enable the partners to overcome setbacks along the 
way. 

To begin, consider what you hope to accomplish and what has motivated 
partner organizations to participate in this work.  What are your priorities?  
What are your goals?  How do your priorities and goals fit in with broader 
efforts for social change?  What are your strengths?  Weaknesses?  
Constraints?  What skills do you need to realize success?  How can you 
best leverage your strengths?  Working through these basic questions will 
help you prepare for the hard work to come.  Once you have identified the 
goals of the project and organizational resources, work to identify partner 
perspectives regarding the need for change.  Do partners have different 
views on the policies and barriers that block change?  Are all partners 
committed to working to remedy the situations that prevent change from 
taking place?   
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WORKSHEET 2.1 ð Identify the problem  

Framing Questions Notes 

What walk / bike / Active Living barriers 
exist for your community? 
 
 

 

 

What barriers are most significant in terms 
of preventing walking / bicycling / physical 
activity? 
 
 
 

 

Driving Questions Notes 

Do you need to gather data to support the 
understanding of the situation? 
 
 
 

 

Which of these barriers do you think you 
can address?  Which do you most want to 
address? 
 
 
 

 

What resources do you need to help bring 
about change? 
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WORKSHEET 2.2 ð Establishing the vision, mission and approach  

Start the collaboration process by bringing all partners to the table with the 
goal of identifying a common vision, mission and approach.  Doing so at 
the outset of the effort will clarify expectations and better enable partners 
to overcome setbacks along the way.  Discussions should begin with a 
commitment to consensus based participatory democracy among all 
constituents so that everyone feels a sense of ownership in the effort.   

Framing Questions Notes 

Do partners have different views on the 
policies and barriers that block change? 
 
 

 

 

Are all partners committed to the hard work 
of removing walk / bike barriers? (Why or 
why not?) 
 
 
 

 

Are partners willing to work with different 
perspectives, values and priorities? 
 
 
 
 

 

Driving Questions 

What will you focus on and why? 
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WORKSHEET 2.3 ð Who will lead?  

Someone or some organization needs to take responsibility of general 
oversight and organization.  This individual or group will be entrusted to be 
the general administrator for the effort, and the keeper of the ñbig picture.ò  
They are responsible for convening and coordinating partner input; 
assisting in communication amongst partners; facilitating leadership 
development activities; and consistently benchmarking efforts against 
broader movement goals.  Keep in mind the time and resource demands 
of leadership. 
 

Framing Questions Notes 

Who is best situated to coordinate 
logistics? 

 

 

Who is most willing to coordinate logistics? 
 
 

 

Partner / 
Group 

Group size / 
resources 

Capacity for oversight and 

organization 

Willingness to provide 

oversight 
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WORKSHEET 2.4 ð Rules of the Road  

Determine how decisions will be made and who will make the final 
decisions on issues.  Be clear about procedures, roles, and expectations.  
Give everyone a chance to get involved.  A governance structure 
grounded in participatory engagement is at the heart of democratic 
decision making.  A concerted effort to cultivate equal partnerships 
amongst stakeholders can bring more flexibility to group decision making 
and help the individuals involved in the work.   
 
Spell out the process in writing.  Process evaluation encourages 
refinement of efforts during implementation, and focuses on how 
outcomes are achieved. 
 

Framing Questions Notes 

Will decisions be made by majority vote or 
consensus? 
 

 

 

What can be done to ensure that everyone 
has a voice, and that their voice is heard? 
 
 
 

 

Driving Questions Notes 

Is training needed in participatory 
engagement techniques? 
 
 

 

Will any party serve as mediator? 
 
 

 

How will constructive dialogue be 
encouraged? 
 
 

 

How will differences be resolved? 
 
 
 

 

Who will make the final decisions on 
issues? 
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WORKSHEET 2.5 ð Souvenirs to collect along the way  

Let your goals determine performance measures and data needs.  Partner 
interests and needs will also influence data collection.  Identifying data 
needs is an iterative process, with refinement of needs taking place 
virtually every step along the way.  Seek out partners (academics, public 
health institutions, philanthropies) who may be interested in health impacts 
studies and be able to assist you in data gathering activities.  These 
entities may also be able to help position you to leverage the data 
gathered for grant monies or other sources of funding.   
 
Consider keeping a diary of activities that includes a summary of process 
as well as project and program efforts.  Benchmarking Process and 
Program goals with intermittent evaluation encourages refinement of 
efforts during implementation, and focuses on how outcomes are 
achieved.  It provides information about successful components and 
activities so that they can be repeated in the future and also provides 
information about what activities should be discontinued.   

 

Framing Questions Notes 

Do any partners have a clear interest in 
and expectation of data needs? 
 

 

How might data gathering be beneficial to 
increasing walking and bicycling activity? 
 

 

Is data gathering of use in the short term?  
In the long run?  Both? 
 

 

Driving Questions Notes 

What data do you need to move forward 
for every stage? 
 

 

Has any of the data you need been 
gathered before? 
 

 

Do you have the capacity to initiate a long-
term study of the impacts of your efforts? 
 

 

How will you collect, store and report the 
data you have identified? 
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WORKSHEET 2.6 ð Reporting back  

This worksheet will assist in planning for and shaping a method of 
reporting back to partners and stakeholders regarding the consideration of 
their input and / or concerns. 

Framing Questions Notes 

How will partners be informed of reaching 
identified milestones? 
 

 

How will external stakeholders be informed 
of reaching identified milestones? 
 

 

Driving Questions Notes 

To whom and when are written reports 
required?  (e.g. each phase and/or at the 
end of the process) 
 
 

 

When do partners and stakeholders 
require feedback? 
 
 

 

How will you communicate how information 
gathered was considered? 
 
 

 

Should you develop a historical outline of 
all activities undertaken throughout the 
project? 
 
 

 

Have you included a statement of any 
additional steps to be undertaken? 
 
 

 

How will you communicate evaluation 
outcomes? 
 
 

 

Is formal media notification required at any 
time? 
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WORKSHEET 2.7 ð Gauging progress, celebrating  success  

Progress should be measured both in terms of outcome and process.  
Outcome measures look at the success of the initiative relative to the aim.  
Process measures examine the nature of engagement among partners.  
Benchmarks and procedures for evaluating both should be determined by 
all partners.   

There are sure to be successes along the way.  Stop to celebrate them, 
and reflect on what it was that made them work ï youôll have that to build 
on as you continue your work. 

Framing Questions Notes 

How can we hold ourselves accountable to 
our goals? 
 
 
 

 

How will we recognize process and 
outcome achievements? 
 
 
 

 

Driving Questions 

What are our 
process goals? 

How will we know if 
weôve met our 
process goals? 

What are our 
outcome / impact 
goals? 

How will we know if 
weôve met our 
outcome / impact 
goals? 
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STAGE 

Lay of the Land   3 

Data Needs and Assessments  

Before you can increase the rates of walking and bicycling to school you 
need to collect information about your environment.  Reliable data about 
the lay of the land is critical to understanding and prioritizing needed 
change.  Assessments, audits, scorecards and similar devices are often 
great fun and good ways to generate awareness and stimulate organizing 
on the issues.  They can help with strategic partnerships and engage 
diverse partners (especially youth).  Often they suggest additional data 
needs and sources for the bicycle, pedestrian or Active Living Campaign.  
Information gathered can serve as a springboard for the case for change. 

Community checklists, audits, scoring devices and assessments including 
project-specific assessments, Health Impact Assessments, Environmental 
Impact Assessments and Community Impact Assessments bring order to 
decision making and data gathering processes.  These measurement 
devices can be divided into three general categories: 1) those that are 
guides to an ideal and that detail community characteristics as a reminder 
of desired content and form; 2) those that attempt to quantitatively 
evaluate these qualities so as to facilitate the comparison of one 
community to another; and 3) those that present  procedures, methods 
and tools by which a policy, program or project may be judged as to its 
potential effects on the health of a population, on the health of the 
environment, or the impact on a community and its quality of life.   

Measurement devices that serve as guides to an ideal make statements 
about desired form and substance.  They also provide descriptive and 
specific (rather than subjective) measures.  Advice on how to improve the 
community is implicit in the checklist detail.   

Measurement devices that evaluate qualities for comparison purposes 
most often serve to bring awareness to issues.  Rarely are such 
measurements ends unto themselves.  Assessments conducted without 
prior identified resources available to act on findings, or assessments for 
which there is no commitment to act after their completion, will likely only 
serve to demoralize those engaged in the process. 

Measurement devices that assist in evaluating impacts of policies, 
programs or projects are conducted either prior to their implementation 
(e.g. Health Impact Assessments, Environmental Impact Assessments 
and Community Impact Assessments) or at various stages of 



  27  

implementation to help gauge whether the effort is meeting process and 
outcome goals (Project-specific Assessments).  Environmental Impact 
Assessments and Community Impact Assessments are typically funded 
and conducted by planning and transportation agencies as part of large 
scale transportation projects, they are not the responsibility of community 
groups.  They are discussed below to help community partners distinguish 
among important assessment activities and terms. 

Community checklists / audits /  scoring devices  

Community checklists, audits and other scoring devices bring order to 
decision making and data gathering processes.  They are often excellent 
tools for generating awareness about the issues.  They can also serve as 
guides to an ideal in that they detail community characteristics as a 
reminder of desired content and form.   
 
It is important to understand that rarely are these types of measurements 
ends unto themselves but are most often guides to action.  Assessments 
should be undertaken judiciously.  Those conducted without prior identified 
resources available to act on findings, or assessments for which there is 
no commitment to act after their completion, will likely only serve to 
demoralize those engaged in the process. 
 

Health Impact Ass essments (HIAs)  

Health Impact Assessments (HIAs) are a combination of procedures, 
methods and tools by which a policy, program or project may be judged as 
to its potential effects on the health of a population, and the distribution of 
those effects within the population.  HIAs emerged out of the Public Health 
field.  In the context of walking, bicycling and healthy communities HIAs 
serve to help public health, planning, and transportation officials better 
appreciate the impact of land-use and transportation planning decisions on 
public health and equity and environmental justice concerns.  Designed 
specific to the policy, program or project being evaluated, they are often 
time and labor-intensive.  They are typically community-driven and 
conducted in partnership with public health entities. 
 

Project Specific Assessments  

Project/Program Specific Assessments are tools that help decision 
makers, municipal planners and staff, neighborhood organizations, 
advocacy coalitions and others determine whether or not a specific project 
or effort is fulfilling community goals.  They are more comprehensive, 
thorough, and technical than community checklists, audits and other 



  28  

scoring devices.  They are also outcome- and responsibility-linked, 
structured as to be responsive to multiple priorities.  Such assessments 
can also be used as quality-learning tools, and can help communities 
begin to use concepts that add to positive discussions about their active 
community goals. 
 

Community Impact Assessments (CIAs)  

Community Impact Assessments (CIAs) are required for transportation 
projects initiated by Federal or State transportation agencies and 
described as ña process to evaluate the effects of a transportation action 
on a community and its quality of life.ò  CIAs are conducted prior to the 
planning and development of major transportation projects and while they 
include a community engagement component are not community-driven. 

 

Environmental Impact Statements (EIS)  

An Environmental Impact Statement (EIS) under United States 
environmental law is a document required by the National Environmental 
Policy Act (NEPA) for federal government agency actions including 
transportation projects that significantly affect the quality of the human 
environment.  A tool for decision making, an EIS describes the positive 
and negative environmental effects of proposed agency action - and cites 
alternative actions.  Like CIAs, an EIS is conducted prior to the planning 
and development of major transportation projects ï while they include a 
community feedback and engagement component they are not community 
driven. 
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WORKSHEET 3.1 ð Identifying data needs  

Framing Questions Notes 

Do you need to generate popular interest 
in the initiative? 
 
 

 

Do you need to convince decision makers 
of the need for change? 
 
 

 

Do you need to convince decision makers 
that the initiative will effect change? 
 
 

 

Will data better position you in grant 
seeking activities? 
 
 

 

Are you seeking to assess prior initiatives? 
 
 

 

Are you gathering data to create a 
baseline? 
 
 

 

Are health agencies involved and active 
participants? 
 
 

 

Will you use the data collected to suggest 
and prioritize changes? 
 
 

 

How will you report on the data collected? 
 
 

 

How will you determine the effect of the 
assessment on the decision process? 
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WORKSHEET 3.2 ð Choosing tools  

Use the table to identify the various goals of data collection and link them 
to the appropriate assessment and data gathering tools for your needs.  
See The NCBW / ALRC Environmental Scan and The NCBW / ALRC 
Roadmap Part Three: Tools for tools suggestions. 

Goal of Data Collection Type of Assessment Needed Suggested Tool 
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WORKSHEET 3.3 ð Data tracking (Assessments)  

This worksheet will assist in data tracking for both reporting back and 
evaluation purposes. 

Framing Questions Notes 

What information needs to be formally 
recorded?  Where will it be stored? 
 
 
 

 

Who requires written information and 
when? 
 
 
 

 

How will you report on the data collected? 
 
 
 

 

Driving Questions 

Data need Data type / how 
collected 

Where is data 
stored or 
recorded? 

Was data 
disseminated?  
How? 

 

Highlights, 
outcomes, 
decisions 

 

     

     

     

     

     

     

     

     

     

 
 



  32  

STAGE 

Day Trips   4 

Projects and Project Development  

Projects are temporary endeavors undertaken to create a unique product, 
service or result.  The types of projects a community or partners group 
might engage in will likely not extend to large scale changes in 
infrastructure, but will focus on plans, policies and / or services.  These 
activities involve the application of knowledge, skills, tools, techniques, and 
sometimes significant organizing efforts to activities in order to meet stated 
goals and expectations.  They are often technical in nature, and have a 
defined beginning and end.  Project goals go beyond the obvious 
realization of project success ï they build capacity through partner 
engagement and leadership training, cultivate expertise, build confidence 
and serve as a training ground for Stage V: Long Hauls. 
 
There are three primary categories of projects: plans, policies and 
services.  Projects can include the creation of a Pedestrian Safety Action 
Plan, or a policy for pedestrian-friendly intersection design.  They can also 
include service provision, for example a walking school bus or 
development of a map of pedestrian and bicycle friendly routes to school.   

 

Service Provision  

For many communities, organizing a service-oriented effort like an 
International Walk to School Day event, a walking school bus, a 
community-wide audit event, or mapping pedestrian and bicycle friendly 
routes to schools is the springboard for long term, comprehensive 
initiatives.  Events are fun ways of generating awareness about the issues, 
and afford roles for many different community partners including 
schoolchildren, police, school principals, councilpersons and others.  
Events can be used to launch or announce plan or policy development 
efforts. 
 

Plans  

Sustained change is most often the result of a good plan.  Depending on 
long term goals, partners may wish to spend considerable effort at this 
stage developing comprehensive Pedestrian Safety or Healthy 
Communities Plans to use as a framework for program development and 
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implementation.  Other smaller scale plans, for example a school-area 
bicycle and pedestrian safety plan, a greenways plan, or similar are also 
good places to start. 

 

Policies  

Policies supportive of bicycling, walking, and healthy communities 
recommend and detail a commitment to developing a transportation 
infrastructure that is safe, convenient, accessible, and attractive to 
bicyclists and pedestrians.  Policies typically detail actions to implement 
and provide guidance on the planning, design, operation, and 
maintenance of facilities for bicyclists and pedestrians.  Policies differ from 
Plans in that once adopted they are enforceable. 

 

Understanding Project Development  

Project development involves scripting action steps, considering project 
impacts one, five, and ten years down the road (or more), engaging 
diverse partners and evaluating the strengths and weaknesses of 
partners, agreement on goals and rules of engagement, and establishing 
process and outcome measures.  In short, project development creates 
the infrastructure for success. 
 
Planning for a good project typically includes consideration of the following 
seven elements: 
 

1. Prepare for action 
2. Build partnerships 
3. Establish a common vision, mission and approach 
4. Determine who will provide oversight / coordination 
5. Establish a decision making process 
6. Identify data needs 
7. Gauge progress, celebrate successes 

 
Project development can be accomplished through workshops, charrettes, 
community meetings, or similar in-person gatherings or, increasingly, via 
electronic exchanges like webinars or wikiplan sharing. 
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WORKSHEET 4.1 ð Project Planning  

Framing Questions Notes 

Are you developing a plan, shaping a 
policy, or providing a service? 
 
 

 

How does your project relate to partner 
goals? 
 
 

 

Driving Questions Notes 

Is training needed to see the project 
through? 
 
 

 

What resources are needed? 
 
 

 

Might historical factors or previous 
decisions affect how this project is 
implemented? 
 
 

 

Who will be involved? 
 
 

 

Who needs to be involved? 
 
 

 

What is the time frame for the project? 
 
 

 

How will you measure success? 
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WORKSHEET 4.2 ð Project Definition  

This worksheet will help define the scope of your project and key events 
linked to timelines 

Framing Questions Notes 

What is the scope of this project? 
 

 

What are the project timelines? 
 
 

 

What are the project milestones?  (key 
events) 
 

 

Driving Questions Notes 

What is the scope of this project? (school-
area, neighborhood, city-wide) 
 

 

What are the key decision points?  

When will partner input be sought?  

When will stakeholder input be sought?  

Are reports or other notifications required 
by governing bodies?  When? 
 
 

 

Might this effort impact: 

¶ Other area decisions / projects 

¶ Specific communities 

¶ Businesses 

¶ Individuals 

¶ Environment 

¶ Other? 
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WORKSHEET 4.3 ð Data tracking (Project  Development)  

This worksheet will assist in data tracking for both reporting back and 
evaluation purposes. 

Framing Questions Notes 

What information needs to be formally 
recorded?  Where will it be stored? 
 
 
 

 

Who requires written information and 
when? 
 
 
 

 

How will you report on the data collected? 
 
 
 

 

Driving Questions 

Data need Data type / how 
collected 

Where is data 
stored or 
recorded? 

Was data 
disseminated?  
How? 

 

Highlights, 
outcomes, 
decisions 
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STAGE 

Long Hauls   5 

Programs and Program Development  

It has been said that managing a project is like flying an aircraft and 
managing a program is like running an airport.  Projects, like aircraft, come 
in all sizes: big and small.  Depending on size you may have more (or 
less) partners and resources onboard to help you with the flight.  
Programs are more like airports, with aircraft (projects) taking off and 
landing all the time.  Well functioning programs reflect hard work, vision, 
planning, and sustained commitment on the part of all partners. 
 
Programs have several distinct characteristics: 
 

¶ They are typically longer in duration than projects and can 

be ongoing 

¶ They focus on deliverables with a strategic intent  

¶ They are often geared toward making a significant and 

lasting change in a communityôs structure, processes, 

organization or community memberôs way of thinking 

¶ The goal is on delivering benefits throughout the duration of 

program 

Every program will address different components.  For example a program 
for Active Community Schools could address one or more of the following:  
encouragement, access, controlling vehicular movements, site design and 
location.  It could include a comprehensive Safe Routes to School (SRTS) 
Program or a city-wide commitment to locating new schools within walking 
or cycling distance of the community it serves.  Please see the NCBW / 
ALRC Active Community Schools Workbook for sample objectives and 
associated actions for these five components in a SRTS context. 
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Understanding Program Development  

Like project development, program development involves scripting action 
steps, considering project impacts one, five, and ten years down the road 
(or more), engaging diverse partners and evaluating the strengths and 
weaknesses of partners, agreement on goals and rules of engagement, 
and establishing process and outcome measures.  Program development 
can be accomplished through workshops, charrettes, community 
meetings, or similar in-person gatherings or, increasingly, via electronic 
exchanges like webinars or wikiplan sharing. 
 

WORKSHEET 5.1 ð Program Planning  

Framing Questions Notes 

What will you focus on and why? 
 
 

 

How does your program relate to partner 
goals? 
 
 

 

Driving Questions Notes 

Is training needed to see the project 
through? 
 

 

What resources are needed? 
 
 

 

Might historical factors or previous 
decisions affect how this project is 
implemented? 
 
 

 

Who will be involved? 
 
 

 

Who needs to be involved? 
 
 

 

What is the time frame for the project? 
 
 

 

How will you measure success? 
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WORKSHEET 5.2 ð Program Definition  

Framing Questions Notes 

What is the scope of this program? 
 
 
 

 

What are the program milestones? (key 
events) 
 
 
 

 

Driving Questions Notes 

What is the scope of this program? (school 
area, neighborhood, city-wide) 
 
 

 

What are the key decision points? 
 
 

 

When will partner input be sought? 
 
 

 

When will stakeholder input be sought? 
 
 

 

Are reports or other notifications required 
by governing bodies?  When? 
 
 
 

 

Might this effort impact: 
 

¶ Other area decisions / projects 

¶ Specific communities 

¶ Businesses 

¶ Individuals 

¶ Environment 

¶ Other? 
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WORKSHEET 5.3 ð Data tracking (Program Development)  

This worksheet will assist in data tracking for both reporting back and 
evaluation purposes. 

Framing Questions Notes 

What information needs to be formally 
recorded?  Where will it be stored? 
 
 
 

 

Who requires written information and 
when? 
 
 
 

 

How will you report on the data collected? 
 
 
 

 

Driving Questions 

Data need Data type / how 
collected 

Where is data 
stored or 
recorded? 

Was data 
disseminated?  
How? 

 

Highlights, 
outcomes, 
decisions 
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STAGE 

Travelogue   6 

Evaluations  

Evaluations fall into one of two categories, Impact Evaluations (often 
called Project or Program Evaluations) and Process Evaluations.  For 
bicycle, pedestrian, and healthy living initiatives, both Impact and Process 
Evaluation methodology borrows from the Public Health and Health 
Intervention literature.  Impact Evaluation examines how effective a 
particular intervention, project or program was in meeting goals.  Process 
Evaluation looks at engagement strategies through project/program 
development and implementation, and is frequently tied to equity and 
Environmental Justice concerns.  For both Impact and Process 
Evaluations revisit Worksheet 2.7 ñGauging Progress, Celebrating 
Success.ò 
 

Impact Evaluations  

There are three fundamental elements of sound and credible Impact 
Evaluations.  First, such evaluations require measures relevant to desired 
project/program outcomes, not merely of project/program activity or 
outputs.  Desired outcomes are typically identified as part of Project and 
Program plan development (Stages IV-V).  Second, they require good 
baseline, in-process, and endpoint measures to track the effects of 
interventions over time. Finally, they require comparison between groups 
to determine whether any observed changes in outcomes are, in fact, due 
to the intervention.   
 
Impact Evaluations are specific to the project or program underway.  
Given that this will vary from one effort to another, and be dependent on 
data specific to the community, we do not provide detailed guidance in 
conducting Impact Evaluation here.  However, both the Bicycle Friendly 
Communities (BFC) and BYPAD Programs (See Part Four: Resources) 
include elements of impact evaluation in that they encourage data 
collection for establishing baseline conditions, suggest points for 
measures, and support comparison between groups for evaluation 
purposes. 
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Process Evaluations  

 
Process Evaluation concerns itself most specifically with the nature of 
participant engagement and decision making.  A commitment to Process 
Evaluations reflects a valuing of community participation and participatory 
democracy viewing their capacity to enable communities to progress from 
individual action to collective social and political change.  Process 
Evaluation asks ñis the decision making process democratic?  Are all 
partners included?  Do all partners feel valued?ò  There are multiple 
approaches to evaluating participant engagement.  These include 
participant surveys, event or activity logs, key informant interviews, focus 
groups, Marketing Effectiveness Inventories (MEIs), and reviews of 
meeting documents. 
 
Process Evaluation also encourages refinement of efforts during 
implementation, and focuses on how outcomes are achieved.  It provides 
information about successful components and activities so that they can 
be repeated in the future, and also provides information about what 
activities should be discontinued. 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 



  43  

WORKSHEET 6.1 ð Community Engagement Evaluation Strategy  

Framing Questions Notes 

What are the indicators of success for 
partner engagement? 
 
 

 

What factors do you want to include in the 
evaluation process? 
 
 

 

How will the evaluation process inform 
ongoing and future partner activities? 
 
 

 

Driving Questions Notes 

Who will be consulted for evaluation 
feedback? 
 
 

 

What methods will be used?  (e.g. survey, 
questionnaire) 
 
 

 

Is interim evaluation required? 
 
 

 

How will evaluation results be 
communicated? 
 
 

 

Will formal reports need to be written and 
distributed?  If so, to whom? 
 
 

 

How will information be stored, recorded 
and tracked? 
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WORKSHEET 6.2 ð Data tracking (Process and Project Impacts)  

This worksheet will assist in data tracking for both reporting back and 
evaluation purposes. 

Framing Questions Notes 

What information needs to be formally 
recorded?  Where will it be stored? 
 
 
 

 

Who requires written information and 
when? 
 
 
 

 

How will you report on the data collected? 
 
 
 

 

Driving Questions 

Data need Data type / how 
collected 

Where is data 
stored or 
recorded? 

Was data 
disseminated?  
How? 

 

Highlights, 
outcomes, 
decisions 
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STAGE 

Pins on a Map   7 

Context  

Stage VII (Pins on a Map) and accompanying worksheets serves as a bookend to 
Part One ñWorksheet A: Identifying Social Movement Modelsò and the discussion 
there of the importance of working within, or as part of, a movement framework.  Part 
One materials give the Planner, Coordinator, activist, advocate or organizer a feel for 
how larger movement efforts might be of benefit to the local initiatives.  In Stage VII 
we turn the tables somewhat and encourage Planners, Coordinators, activists, 
advocates, organizers and others to think through how their efforts can advance the 
movement as a whole.   Both sections lend a big picture approach to local, national, 
and in some cases global organizing efforts and provide context for efforts. 

The questions in worksheet 7.1 are designed to: 

1. Demonstrate the importance of ñreporting backò to partners, stakeholders, 
community members and other associated organizations and movement 
leaders as part of broader movement goals, and doing so while findings, 
processes, and results are still fresh; 

2. To build capacity and begin to engage community partners as seasoned 
advocates and spokespeople for their grievances as well as the concerns 
of the broader movement thus contributing to the groundswell for change; 
and 

3. To formally reflect on and mark the completion of a discrete step taken 
toward goal achievement while demonstrating that considerable efforts 
remain. 
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WORKSHEET 7.1  Contributing to movement efforts  

Framing Questions Notes 

As you worked through the NCBW / ALRC 
Roadmap did you identify and connect with 
any larger movement frameworks? 
 
 
 

 

How might your efforts contribute to larger 
movement goals? 
 
 
 

 

Driving Questions Notes 

Does the movement you have connected 
to have a mechanism for reporting back on 
progress, findings and success? 
 
 

 

Are community partners prepared to be 
spokespeople regarding progress, findings 
and success? 
 
 

 

How can you best ñreport backò to larger 
movement organizers and others regarding 
progress and success? 
 
 

 

Is any of the data you have collected along 
the way of use to other groups organizing 
to address similar issues? 
  
 

 

How will you celebrate success?  How can 
your celebration be used to engage others 
in your work? 
 

 

How can celebration be used to engage 
others in the work ahead? 

 
 

 

 


