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INTRODUCTION
Founded in April 2000, International Children Assistance Network (ICAN) is a community-based organization in San Jose, California with programs serving Vietnamese children and families in the Bay area and in Vietnam.  
After a few years of hard work and fast growth, ICAN has entered another phase of organizational growth which required the Board of Directors to re-examine the current environment, ICAN’s achievements and resources, strengths and weaknesses – hence this Strategic Plan.  
ICAN has grown so much that it can no longer operate in the ad-hoc fashion and begins to require sufficient infrastructure and ongoing manpower to maintain the continuity of the programs. 

Board members have held extensive discussions on how to address these organizational challenges.  We are committed to moving ICAN ahead to become a stronger organization with adequate and effective infrastructure, manpower and resources to carry out its mission of serving and guiding Vietnamese American youth and children.  

The issues are challenging but the road ahead is also very exciting and inspiring, for these challenges only came because we have been successful.  We’d like to thank all the volunteers for giving their candid input on all aspects of ICAN, and the Board members for putting in days of heavy deliberation. We would also like to thank our Executive Director for her vision and tenacity in recording comments and suggestions and pulling together this Strategic Plan.

We hope you will join us in our endeavor to build solid foundation for our children and enabling them to take charge of their own future.  

Rev. Thich Phap Chon

Chairman of the Board

June 2004
A. EXECUTIVE SUMMARY

Founded in April 2000, International Children Assistance Network (ICAN) is a community-based organization in San Jose, California with programs serving Vietnamese children and families in the Bay area and in Vietnam.  
ICAN’s mission is to help children and youth realize their potential by building strong family and community support network for them, and providing them with skills, confidence and opportunities to succeed in life.

Our vision is to have a society where compassionate, confident and resourceful children become caring, responsible and contributing members of their family and community, with ICAN being the vehicle to foster the spirit of Children Helping Children, Youth Helping Youth.
We strive to cultivate and nurture in youth and children the values that we uphold as our guiding principles:  the genuine compassion to help others, and the commitment to provide excellent services through diversity and innovation
After a few years of hard work and fast growth, ICAN has entered another phase of organizational growth.  From an organizational development perspective, ICAN is now about to cross its first chasm on many fronts:  
1. transitioning from an all volunteer based organization to having paid staff to maintain continuity of the increasing work load;

2. transitioning from an organization with just programs in Vietnam to having programs on both sides of the Pacific ocean

3. transitioning from only raising funds from within the Vietnamese community to seeking grants from local governments/agencies and foundations

4. transitioning from working out of a basement or garage of someone’s home to needing official office space to meet with funders and the community

5. transitioning from working alone to collaborating with other organizations

Having considered input and suggestions from our volunteers, donors and community members, we have re-defined and formulated our vision for ICAN in the next 3 years.  
Key long term goals and objectives are:

1. Adopt the strategy of having programs both in Vietnam and in the Bay area as these programs have shown to be complimentary to one another.  The process of helping orphans and disadvantaged children in  Vietnam help our youth here find their own cultural identity and gain healthy perspectives in life.
2. Commit resource to strengthen the volunteer program at ICAN.  Get more youth involved in the planning and executing of programs so they can attract more youth.   Find creative ways to keep volunteers Informed, Engaged, and Inspired.

3. Continue to strengthen the Board of Directors with more members and more training, especially in the area of Resource Development.
4. Develop more service programs in the Bay area.  Strengthen ICAN’s ability to outreach to the community with its own radio program

5. Explore the venues of foundation, government and corporate grants to bring in more resources to support programs in the US.

6. Strengthen the voice of Vietnamese American community-based and nonprofit organizations.  Join forces with other organizations to build the Vietnamese American NGO Network

7. Obtain professional office space to accommodate ICAN’s growth and needs for local programs

B. MISSION STATEMENT AND VISION STATEMENT

Vision statement:

Our vision is to have a society where compassionate, confident and resourceful children become caring, responsible and contributing members of their family and community.  

ICAN shall be the vehicle to foster the spirit of Children Helping Children, Youth Helping Youth.  We want to engage Vietnamese American youth and children in community-building events in the Bay area as well as activities to help orphans and disadvantaged children in Vietnam.  The interaction with the less fortunate children in Vietnam and the Vietnamese community will in turn help these youth strengthen their cultural identity, and ultimately find themselves.  It will also provide them with better perspectives in life, thereby ensuring their healthy physical, emotional and pscyhological development, free of gang and drugs.

** While our vision is to serve all children around the world, we want to focus the initial years on Vietnamese children and youth in the Bay area and in Vietnam.  

Mission statement:

ICAN’s mission is to help children and youth realize their potential by building strong family and community support network for them, and providing them with skills, confidence and opportunities to succeed in life.

Values statement:

We strive to cultivate and nurture in youth and children the values that we uphold as our guiding principles:  the genuine compassion to help others, and the commitment to provide excellent services through diversity and innovation
C. ORGANIZATION PROFILE

International Children Assistance Network (ICAN) was founded in April 2000 by Rev. Thich Phap Chon, Ms. Ivy Vuong and Ms. Quyen Ngoc Vuong (no relation between Ivy and Quyen).  

The first project (project ICAN Dream) was to sponsor 250 orphans and poor children in Van Hanh Village (70km from Saigon) to stay in school.  The goal is to provide children with basic education and skills so they could grab opportunities and build a brighter future for themselves.  A small scholarship is given to each child in the program ($60/child/year).   ICAN later expanded the scholarship program up to 350 students in Van Hanh Village and another 50 students in Hue, for a total of 400 students.  ICAN also gave out care packages to poor children and families and victims of natural calamities every year.
ICAN recruited youth to help with programs in Vietnam since the beginning, but it was more on a personal basis.  Recognizing the struggles faced by Vietnamese American youth and children growing up as Vietnamese in America, the Board decided to be more aggressive and systematic in engaging youth in more healthy community activities to prevent them from walking the streets and joining gang.  ICAN collaborated with Lieu Quan Buddhist Cultural Center in organizing the Vesak Celebration, the day to commemorate the birth of Buddha, a day of fun for children and families, a day of peace and harmony for the neighborhood and community.  

With the launch of the Annual Fundraising Concert Hát Cho Tuổi Thơ in March 2003, ICAN officially and publicly presented itself to the community.  More community events were added later as opportunities for youth to engage in healthy public service and activities.  These community events strengthened ICAN’s reputation in the community.  The trust and recognition generated by youth activities greatly improved ICAN’s credibility, and ultimately, ICAN’s ability to successfully bring messages to the Vietnamese community which, according to many mainstream organizations, has been traditionally a difficult outreach target.  
ICAN is one of the few, if not the leading, Vietnamese American agency focusing on Vietnamese American children and youth.  Happy 5 (Nuôi Dạy Trẻ Vui Mạnh) is ICAN’s flagship program in the US.  The project was launched in August 2003, with seed funding from Southeast Asian Resource Action Center to do parenting workshops for Vietnamese parents, grandparents and care providers with children aged 0 to 5. ICAN has also started the discussion with Child Abuse Council of Santa Clara County and the Lucile Packard Foundation for Children’s Health.  In December 2003, ICAN received a contract from FIRST 5 Santa Clara County to conduct more parenting workshops.  These pilot workshops confirmed that there exists a great need in the community for more culturally sensitive reference materials and resources to help provide parents, grand parents and care providers with knowledge on child development and child abuse/neglect prevention and more appropriate and effective parenting skills.  Many organizations have held parenting workshops before, but could not effectively reach the Vietnamese community because they were either done in English and then translated to Vietnamese, or were done based on materials written for Americans.  Messages did not get through effectively because the Vietnamese culture and tradition, the ways parents and grandparents were taught how to care for their children, were completely ignored.  

ICAN also received a lot of feedback from the Vietnamese American youth who share their frustration and anguish of having to face two conflicting cultures without the help or understanding of their parents or grandparents.  They walk the streets to find a sense of affiliation, a sense of belonging.  They came to ICAN because not too many other organizations truly understand youth needs, or try to reach out to engage youth in their planning.  Since the first fundraising concert, many youth and parents have come to ICAN asking for them or for their children to become volunteers of ICAN.  
For decades, Vietnamese American organizations such as ICAN have been supporting humanitarian and development programs in Vietnam.  For decades, they have been working independently, without voice and recognition except within their own circles, and sometimes without knowledge of other organizations working in the same area.  In May 2004, the time was riped for Vietnamese American Non Governmental Organizations with programs in Vietnam to come together to share experience and leverage resources to build a stronger voice and improve program efficiency and effectiveness.  ICAN was one of the major forces in pulling together the first Vietnamese American NGO in May 2004 (Asilomar, California).

D. STRATEGIC ISSUES AND CORE STRATEGIES

1) Strategic issues

From an organizational development perspective, ICAN is now about to cross its first chasm on many fronts:  

a) transitioning from an all volunteer based organization to having paid staff to maintain continuity of the increasing work load;

b) transitioning from an organization with just programs in Vietnam to having programs on both sides of the Pacific ocean

c) transitioning from only raising funds from within the Vietnamese community to seeking grants from local governments/agencies and foundations

d) transitioning from working out of a basement or garage of someone’s home to needing official office space to meet with funders and the community

e) transitioning from working alone to collaborating with other organizations to improve program efficiency and effectiveness

2) Strengths

a) Commend trust and support from the Vietnamese American community.  Have good reputation in the community as a group with sincere and kind-hearted folks wanting to help others.  Board members are trustworthy individuals with good reputation in the community.
b) Enjoys a cohesive core team of 12 volunteers – strong ties among team members (like a second family to one another)

c) Enjoys a strong support base from Lieu Quan Buddhist Cultural Center – where ICAN was born and grew up

d) ICAN is one of the few, if not the only, Vietnamese American agencies focusing on Vietnamese children and youth in the Bay area

e) Has the great portfolio of community-building programs to engage volunteers (4 to 5 community events throughout the year)

f) Received capacity building grants from SEARAC and NAVASA.  This helped establish the track records of having received and implemented grants.
3) Weaknesses/Challenges
a) Need more training on Board Governance and Board Development, especially Resource Development to help Board Members find more resources

b) Need to offer more service programs in order to apply for grants.

c) Need to have paid staff to maintain continuity for programs with increasing scope and work load

d) Need better infrastructure (professional office space, better IT infrastructure, better software for accounting, donor and volunteer management tools)
e) Need to design our community programs to attract more youth, especially those from highschools and middle schools.
f) As ICAN’s reputation and popularity grow in the community, more volunteers want to join. They may not have the same bonding and relationship as the core members.  The new volunteers will need to be managed, coached and engaged differently.  More efforts and tools are needed to better manage volunteers.

g) As we move from focusing solely on Vietnam to having more programs and activities in the Bay area, some of the core volunteers dropped off as they only want to work on programs in Vietnam.

h) Need to closely manage transition from a small, ad-hoc organization to one receiving grants from government agencies.  The community may feel that we are now ‘big’ and do not need their small donations anymore.  
i) Need to manage sensitive transition from an all volunteers based organization to one with paid staff.  Some volunteers, even donors, may feel ‘funny’ about this, especially those who used to be volunteers and are now part-time staff with pay.  
j) Need a stronger voice and more resources for ICAN and other Vietnamese American NGOs
4) Core strategies

a) Adopt the strategy of having programs in both Vietnam and the Bay area as these programs have shown to be complimentary to one another 
b) Commit resources to develop the Volunteer Management and Donor management programs.  Other key issues to address: infrastructure, Marketing Communication Plan, especially the web site.

c) Develop ICAN volunteers.  Build stronger bonds between volunteers.  Provide more training for ICAN volunteers. Engage youth and volunteers in planning social activities for themselves.  Create opportunities for youth to develop their leadership skills in planning or executing programs.

d) Continue to strengthen the Board of Directors with more members, more training for existing members.  As this is a ‘working Board’, ICAN needs to recruit someone who is willing to take part in organizing events, working side by side with the volunteers.  
e) Strengthen ICAN’s ability to outreach to the community with ICAN’s own radio program

f) Develop more service programs in the Bay area

g) Apply to foundations and government agencies for grants and office space to accommodate ICAN’s growth and needs for local programs.
h) Work with other organizations to build up the Vietnamese American NonGovernmental Organization Network (VA NGO Network).  This umbrella entity would bring great benefits to ICAN and others down the line.
E. PROGRAM GOALS AND OBJECTIVES
In Vietnam, we focus on providing underprivileged children with access to basic health and education to help keep them in school, away from the streets and child-traffickers.  In the Bay area, we offer youth leadership development activities to mentor future leaders of the community.  We also offer community education programs aimed at strengthening families and communities and providing a safe and healthy environment for the children. 

1) Develop further the Happy 5 (Nuôi Dạy Trẻ Vui Mạnh) program
a) Pilot workshops in 2003 confirmed that there exists in the community great needs for more culturally appropriate parenting resources and materials

b) Find ways to obtain paid staff at minimal cost to run the Happy 5 parenting workshops which can potentially grow into large scale public education program

c) Continue to approach key funders in the 0-5 space, eg. FIRST 5 Santa Clara County and other foundations specifically interested in the 0-5 age group.  Target Child Abuse Council of Santa Clara County which has shown a lot of interest in ICAN’s program. Watch their funding cycles.
2) Engage youth in community service and humanitarian work

a) Set up teams to take turns in organizing events and executing tasks.  Create opportunities for volunteers to lead projects, so they can develop and sharpen their leadership skills.

b) Raise fund and create opportunities for volunteers to go to Vietnam to a) broaden their horizon with a trip abroad, b) strengthen their cultural identity, and c) make the connection with programs and the children benefitting from the programs that these volunteers have been working on.  How much to fund a volunteer’s trip depends on his/her contribution to ICAN and availability of funding.
3) Broaden youth base and build stronger ties between youth in the program

a) By 2008, have a strong enough base of volunteers to support a mentoring program by way of Vietnamese language school.   The Vietnamese school will provide the critical mass and serve as the source of support for our youth activities.  It will also serves as a point of connection and communication between us and the community.
4) Strengthen the ICAN Dream program in Vietnam

a) Keep donors engaged with the student(s) whom they sponsor: send sponsorship form with picture, ask student to write letters to donors at least once a year

b) Need to do more monitoring at the local level (in addition to ICAN’s annual visit in the summer) to ensure that children receiving ICAN’s sponsorship are indeed kept in school

c) Begin to think about college counseling and vocational training, helping highschool graduates to find jobs.  Need to talk to government officials to understand better the job opportunities and development plans for the area. 

5) Outreach & Collaboration
a) Look into the possibility of having ICAN’s own radio program which could help advertise about ICAN’s various events and activities.  It can also be a good venue to communicate with the community about various issues related to youth. 
b) Look into the possibility of joining forces with other organizations to apply for larger grants, bigger projects, both in Vietnam and in the Bay area

F. MANAGEMENT/OPERATIONS GOALS AND OBJECTIVES

Based on the current growth trajectory, the Board of Directors has identified the following key management and operational goals and objectives:

1) Continue to monitor and manage the transition from an organization with ad-hoc programs run by all volunteers to one with more consistent and established programs supported by paid staff.  Volunteers will still be the key source of manpower of ICAN.  

2) Obtain office space by 2007 so that ICAN can be accessible to the general public and the larger community (instead of just the community at Lieu Quan Buddhist Cultural Center).  ICAN also needs to make its round in the mainstream community so that funders and other organizations are aware of ICAN’s presence and services.
3) Apply for more capacity building grants to further strengthen the organization in the following critical areas:  strengthen the IT infrastructure, develop detailed marketing communication and strategic plan, have better donor management tools and softwares, develop more cohesive and exciting volunteer management programs, revamp the website to truly be a key marketing & communication tool
4) Commit resources or find grants to support a Volunteer Coordinator to enrich the volunteer experience at ICAN.  The goal is to keep the volunteers Engaged, Informed and Inspired.  Need to have this in place by 2006.
5) Be creative in finding more ways to raise fund or encourage others to raise fund for ICAN.  Also, need to build more grant writing capabilities, preferably in house, in the long run.
6) Board members are committed to going to Vietnam at least one every other year to monitor and evaluate projects in Vietnam.  This also helps Board members to talk about programs when it comes time for fundraising
7) Collaborate with others to build stronger voice for the sector of Vietnamese American NonGovernmental Organizations.  ICAN to maintain its strategic role in the building of the Vietnamese American NGO network
8) Attract more youth.  Reach out to make contacts with Vietnamese Student Associations in schools around the Bay area. 
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