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Citizens Project spotlights issues in the Pikes Peak region and mobilizes people to 
strengthen the traditional values of our nation: equal rights, individual freedoms, separation of church and 
state, civic engagement, and respect for diversity.
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CITIZENS PROJECT STRATEGIC PLANNING TEAM, SEPTEMBER 2008

his has proven to be a momentous, history-
making year. In a time of dire economic 
hardship and political uncertainty, the needs 
of our community have only grown more 

urgent.  Now more than ever, our community must 
look to strengthen our acceptance of diversity and 
our commitment to equal rights for all.  Only through 
these effor ts can we move toward a more 
prosperous future together.  

These issues are at the core of what Citizens Project 
does.  Having grown from a grassroots initiative, CP is 
today at the forefront of protecting rights for our 
citizens and lessening the influence of extremism.  

Year after year, our efforts are made possible through 
the generous support and incredible talents of CP’s 
staff, volunteers, stakeholders and partners.  Citizens 
Project supporters help ensure that our community is 
truly a wonderful place to live in.  These individuals 
deserve credit not just for breathing life into our 
programs, but for their efforts this year to bring a 
strategic focus to our work in the coming years.  

CP endeavored to create a new Strategic Plan to 
bring us closer to achieving our ultimate vision of 
making our community a vibrant democracy in which 

equal rights are protected, individual freedoms are 
secure, differences are respected, and people fully 
participate in civic and community life.

After much discussion, reflection and information-
gathering, it is with great pride that I present our 
work in the Strategic Plan that follows.  This 
document, accompanied by its associated Action Plan, 
makes transparent our immediate goals, the steps 
required to accomplish those goals and the methods 
to know when we've reached them.

It is my hope that the Strategic Plan be used not only 
in the implementation of our programs and 
strategies, but as a tool to communicate to partners, 
friends, sponsors and the community at large the 
direction we are headed.  

Thanks to all for your continued support as we enter 
a new phase in Citizens Project’s life.

Deb Muehleisen
Board President
Citizens Project
December 2008
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f r e e d o m

CREATING COMMUNITY
Citizens Project (CP) has been creating a community that values diversity, equality and religious freedom since its 
inception in 1992.  Founded by a group of dedicated community activists to counter the growing influence of 
extremism in the Pikes Peak region, CP has become a recognized leader in making Colorado Springs a tolerant 
place to live.

Today CP is fueled by the efforts of engaged volunteers, a small staff and a passionate board of directors.  Through 
initiatives such as its Freedom Watch publication and the Activist Network, CP spotlights important issues and 
empowers citizens to take action.  The diverse people who make up the CP community together envision a city 
that is a vibrant democracy where individual freedoms are secure, differences are respected, and people fully 
participate in civic and community life.

A COMMUNITY CATALYST
At its inception, CP was a pioneer in countering the extremist influence in the 
community, often finding itself in uncharted territories and acting alone. Citizens 
discovered that they had a voice through CP, that there was a champion of traditional 
values – such as equality and religious tolerance – that they could turn to for reliable 
information on these issues. Through CP’s early groundbreaking work citizens in the Pikes 
Peak region found it possible to promote respect for and celebrate differences in a 
tolerant community.  In many ways, CP was a catalyst for other organizations and groups 
that exist today.  

As CP and others bravely paved the way for citizens to find this new voice – and as new 
coalitions formed, strengthened and broadened – CP had to evolve.  Where new groups 
have emerged to provide voice and service to specific segments of the community, CP 
works hard to promote broad-based respect and understanding.  CP advocates for 
equality and freedom for all, regardless of one’s ethnic, social or religious community. 

In order to maintain its broad appeal for the benefit of the entire community, CP has challenged itself to gain a 
new clarity and focus for the future.  Throughout this year, CP has held intense brainstorming sessions to gain that 
ultimate clarity; these sessions culminated in a strategic planning retreat in September 
2008.  
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“Citizens Project 
has had such a 
significant impact 
on civic life in 
Colorado 
Springs.  They 
have a great 
potential for even 
more impact in 
the future.”

 OVERVIEW



A STRATEGIC FOCUS
CP’s mission has five focal points: equal rights, individual freedoms, separation of church and state, civic engagement 
and respect for diversity.  These core tenets have grown out of the desire for a more tolerant, vibrant and engaged 
community.  Over the years, new activist groups and collaborations have formed to address many of these 
elements.  After surveying constituents and stakeholders, CP will redouble its efforts specifically in the area of  
separation of church and state.  This issue represents CP’s greatest potential for impact and best utilizes its core 
competencies.  It is also the area receiving the least amount of resources and attention among the various activist 
organizations in the community.  With this in mind, CP’s new strategic plan will focus heavily on achieving progress 
in this area.  This will, in turn, allow CP to more strategically use its resources and expertise to address the 
remaining elements of its mission through participation in existing collaborations or taking specific action to fill in 
gaps.  

CONSTRUCTING THE PLAN
This strategic planning effort was initiated for three reasons: 1) to gain clarity around CP’s future 2) to identify 
strategic organizational goals and the methods to monitor and attain them and 3) to utilize a framework for 
assessing current and future 
programs.  With these objectives 
in mind, participants endeavored 
to create a new Strategic Plan.  
CP began the strategic planning 
process first through the lens of 
J im Coll ins’ Good to Great 
framework.  Participants gained 
clarity by discussing CP’s origins 
and current impact.  The group 
discussed why CP continues to 
play a relevant and needed role 
today, tempered with the desire 
to be even more focused in the 
future.  

VISION & MISSION
After much discussion and a lot 
of agreement around CP’s 
relevance today and in the 
future, a consultant was brought 
in to facilitate the final stages of the process.  The next step was to examine the mission and vision to see if either 
needed redefinition.  After discussing the terms and the origins of each, participants agreed that neither the 
mission nor the vision needed to be updated.  Both the Board and Staff bought in wholeheartedly to why the 
organization exists and what it ultimately envisions for the community. What participants felt was missing was a 
plan of action for the next few years.  

CORE COMPETENCIES
Participants then drew a distinction between day-to-day program operations and the ultimate mission and vision.  
CP lacked a framework for tying what it ultimately sought to mid-range goals; it therefore examined its core 
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One of the three desired outcomes of this strategic planning initiative was to enable CP staff 
and board to make decisions about programs, impact and resource allocation with a clear 
framework.  

DECISION-MAKING FLOW CHART

VISION STATEMENT

MISSION STATEMENT

CORE COMPETENCIES

STRATEGIC GOALS

PROGRAMS

Why do we exist?

How do we achieve that?

What is our plan and 
what will it take?

What are we best at?

What are our tactics and how 
are we effective?

Will it create the 
community we envision?

Does it address our 
mission?

Does it complement what 
we do best?

Is it part of our 3 
year goals?

Does it make tactical 
sense?

FORMATIVE QUESTIONS DECISION-MAKING CRITERIA



competencies.  Participants identified five elements to CP that made it distinct from others (see page 6).  These 
are capabilities unique to CP that make it relevant, competitive and best in the world at certain efforts.  These 
elements are part of CP’s DNA and once they were discussed, helped to explain the rationale behind program 
decisions that have been made throughout CP’s evolution.  

STRATEGIC GOALS
Now having a solid mission and vision and a framework for 
understanding CP’s innate capabilities, strategic planning participants 
were able to discuss specific goals for the future.  The group identified 
four goals to achieve in the next three years.  These goals were 
developed out of CP’s perception of the community’s greatest needs 
and the organization’s capacity to meet them. 

PROGRAMS & TACTICS
The final element in the strategic plan is a tactics-oriented Action Plan 
that lays out by calendar quarter what CP believes are the necessary 
steps to take to accomplish its goals in the next three years.  The 
Action Plan further identifies the person and/or group who will take 
responsibility for these action steps.  Finally, the Action Plan identifies 
periodic benchmarks to track progress on these goals and to evaluate 
the effectiveness of the actions taken.  The Action Plan, utilized 
together with the Strategic Plan, will allow CP to move forward by 
making long-standing program and resource allocation decisions.
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c o m m u n i t y

1.Ensure local public schools and 
government institutions are secular

2.Gain recognition as a nonpartisan 
entity acting in the collective 
interest of the community

3.Increase the effectiveness of 
communication with constituents 
and broaden support

4.Increase capacity to accomplish 
the mission

STRATEGIC GOALS



REACHING OUT TO SEE WITHIN
The board and staff, in conjunction with the strategic planning consultant, spent the summer of 2008 reflecting on 
the state of equal rights, religious freedom and respect for diversity in Colorado Springs and the community’s 
needs as they exist today.  During the process, the consultant engaged various stakeholders to find out how their 
organizations perceived the needs in the community, where CP fits into that picture and what gaps still exist.  The 
board and staff had an opportunity to reflect on these comments and add their own during the planning retreat.  
The following list outlines the major themes that helped to inform the development of the strategic goals that CP 
has subsequently adopted. 

Citizens Project believes the Pikes Peak region needs...

More robust partnerships between public schools and tolerance-minded organizations to educate the 
community about religious freedom, social equality and democracy.  

A continued watchdog function to scrutinize extreme religious and intolerant influences that weaken 
democracy and further the isolation and dispersion of citizens in the community.  

An even greater balance to heavy-handed initiatives and tactics used by some extreme social 
conservatives to bring religious influence to bear on civic life by increasing 
the awareness of issues that concern everyone with information that is 
balanced and neutral. 

Economic vitality and growth. This is the key lever that is a common 
concern to everyone.  It is a neutral ground on which diverse opinions 
can stand.  The primary path to economic growth is the ability of the 
region to attract business and resources.  That will only happen if and 
when Colorado Springs is viewed as a tolerant, diverse city that 
celebrates differences.  

A new means of generating open, public dialogue that includes more 
moderate voices.  This resource – whether web, print or community 
based – can be a shared resource that allows diverse groups to 
collaborate together.

Major, immediate victories for social equality and religious freedom to strengthen participation in civic life 
and build momentum.

Deeper, more open relationships with elected officials such as City Council members and County 
Commissioners.  

More diversity of opinion and people within the coalition of citizens working in 
the collective interest of the community.
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 COMMUNITY NEED

“Citizens Project gives people 
the platform to stand up and 

voice their concerns in the 
context of traditional, 

American values.  They have 
done a good job providing 

the pathways for that 
expression.”

u n i t y



GAINING CLARITY
As part of the process to separate big-picture, visionary thinking from day-to-day program decisions, CP identified 
elements of its organization it believes to be central to its make-up.  These capabilities – or core competencies – 
describe what CP is best set up to do, and therefore where it should focus its efforts.  Five competencies, all 
inextricably linked, were identified:

Mobilizer: CP gets people of a similar mindset to engage in and take action on issues that are important to them.  
CP views this mobilization – this getting people to act – as the ultimate way to create change, by empowering its 

constituents.  Each program is designed to create the biggest impact when people 
take action.  In most cases, this action means people get involved in the community, 
their public schools, local government and in legislation.  While CP is not unique in 
this capability, it is certainly one of the few organizations in the region able to 
mobilize citizens around the separation of church and state.  

Watchdog: CP plays a reactive and preventative role monitoring public institutions 
for the infringement of citizens’ rights and violations of the separation of church and 
state.  This is one of CP’s most critical and time-tested capabilities.  Few 
organizations have the capacity and ability to guard against violations and CP is 
widely respected for the role it has played here.  The watchdog function permeates 
all of CP’s program efforts.  

Educator: CP educates the community about issues that are of common interest to 
everyone, doing so in an unbiased and informative manner.  This is perhaps CP’s 
most proactive effort.  By keeping citizens of all backgrounds and beliefs accurately 
informed of issues that affect the entire community, people are more likely to be 
engaged.  This role will only increase in importance as citizens demand more 
balanced information; CP is uniquely positioned to provide this education because it 
represents not just one constituency and one particular set of issues, but strives to 
benefit the entire community.  

Community Voice: CP has long provided a voice for individuals and groups in the 
community to express their concerns, ideals and opinions.  With renewed effort, CP 
can enhance its ability to help the community find its voice through training, new 
aoutlets for expression and new tools for teaching effective  sdfcommunication.

 Convener: CP has a unique ability to physically bring citizens together to 
   discuss issues and ideas of mutual concern.  Though CP does not convene 
     people as much today as it has in the past, what efforts it does make  
     are effective.  CP has also become a key participant in other groups’ 
           initiatives and is continually given a seat at the table. 
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 CORE COMPETENCIES

THE BIG FIVE        
These elements describe what 
CP does better than anything 
else in the world: 

1. Mobilizer 

2. Watchdog

3. Educator

4. Community Voice

5. Convener



GOALS FOR THE FUTURE
After a year of self-reflection, growth and evolution, CP has identified four goals for immediate pursuit.  These 
goals were developed to address the community’s needs as well as the organization’s capacity to meet those 
needs.  Because CP stakeholders and constituents have reached such powerful agreement around the 
organization’s vision and mission, it is without hesitation that they look to the future by marrying these strategic 
goals with its organizational capabilities.  

With input from the board, staff, volunteers and stakeholders, CP has elected the following four goals as the 
central elements of its strategic efforts in the coming three years:

GOAL ONE
By 2012, CP will ensure that local public schools and government institutions are secular, free 
from the influence of religion.

GOAL TWO
By 2012, CP will be recognized as an influential, nonpartisan entity acting in the collective 
interest of the community to promote shared respect for diverse ideas and individuals.

GOAL THREE
By 2012, CP will increase the effectiveness of its communication with current constituents and 
deepen the awareness of key issues amongst a broadened base.  

GOAL FOUR
By 2012, CP will increase its capacity so that it will be more effective in accomplishing its 
mission.

Strategies for attaining these goals have been articulated in a separate document, the Action Plan.  This document 
outlines the major activities necessary to achieve each goal, the date by which they are to be completed, and the 
people responsible for their completion.  It also provides the benchmarks by which progress toward each overall 
goal will be measured.  The Action Plan is a tool for implementation and will therefore undergo constant review 
and revision, while this Strategic Plan will serve as the inspiration.  
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