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While the Brainstorming Kits were designed to facilitate a two-day retreat for a team 
of six, each activity can be expanded to larger teams by either splitting the team into 
groups, or dividing the materials. Activities and discussions can also be spread over 

several team meetings if a two-day retreat is not possible.

Have questions, feedback, or ideas about what would be helpful next year? Contact us 
at support@enrollmentfuel.com. We’d love to hear how you used the kit to further your 

strategic enrollment goals!

http://enrollmentfuel.com/launchdownloads


DAY 1

Icebreaker

Instructions for Activity

1. Create teams of three to four people. Select one person to lead the group, track time, 
   and note observations

2. Divide the popsicle sticks and Play-Doh evenly among the teams

3. Assign each team member a role:
 a) Blindfolded
 b) Cannot use hands
 c) Cannot speak
 d) Can only speak in gibberish (if there are only 3 team members, eliminate this role)

4. The assignment for each team is to complete one of the tasks below using only the 
    materials provided, and within the constraints of the assigned roles. During the activity, 
    the team members will work together to complete a task. Select the group task from 
    the following activities: 
 a) Build the tallest tower
 b) Build a bridge between tables
 c) Build a structure that can support weight (choose a common office item like a 
                 box of paperclips, dry erase markers, or pens)
 d) Build a replica of a monument (Eiffel tower, Leaning Tower of Pisa, Stonehenge, 
                 Tower of London, etc.)

5. Set a time limit for task completion (15 – 20 minutes)

Discussions after the Activity

What was it like doing this activity?

What did you notice about your team?

What was the hardest or most frustrating part of the activity?

What worked well?

How does this activity compare to your day-to-day job?
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Specific Role Discussion Prompts

Blindfolded People – Great at Hands-On Activities, 
                                             but Fail to See the Big Picture 

False assumptions that could be created:
■■ Doesn’t understand what is going on . . . Can’t see the “vision.”

■■ Seems lazy, out of the loop, and always two steps behind.

■■ Does not contribute a lot to the conversation.

■■ Suggests ideas that have already been discussed.

■■ Seems to drag the group down.

■■ Has great ideas and a desire to help, but appears cautious and not sure where to start.

■■ Ideas are often ignored by members who are more “in the moment.”

If you feel blindfolded:
■■ Take the blindfold off. See the “vision.”

■■ Have someone else explain so you understand all parts of the goal.

■■ Ask “WHAT, WHY, and HOW.”  Consider the resources available to you.

■■ Keep up to speed on progress within the group. 

■■ Get and give input, and LISTEN.

If you have blindfolded another:
■■ Show them the “vision”

■■ Check for understanding. Don’t assume others understand or share the same view as you

■■ Recognize the person may be slow to respond because they are processing the information in 
a different way. Allow them to process.
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No Talking People – Willing to Lend a Helping Hand, 
                                          but Rarely Provide Input

False assumptions that could be created: 
■■ Never says anything.

■■ The rest of the group seldom asks for their opinion.

■■ Can follow directions easily, unless they disagree – then they may not be able to communicate 
why.

■■ Lack of communication can be interpreted as lack of interest.

■■ May start doing things the group doesn’t understand.

■■ May do unnecessary tasks (or processes) that appear to be a waste of time.

If you feel silenced:
■■ Speak up.

■■ Find a form of communication to send the message to others that you know and understand 
what is happening.

■■ If you do not understand, ask questions.

If you feel you have silenced others:
■■ Take the gag out of their mouth.

■■ Create a climate that encourages ideas and input.

■■ Listen to suggestions, allowing others to explain and show you what they mean. 

No Hands People – Have all the Ideas, but Don’t 
                                         Actually DO the Work

False assumptions that could be created: 
■■ Tends to be the dominant talker, because others in the group are silent. 

■■ Can seem bossy.

■■ Some ideas are brought forth with delusions of grandeur.

■■ Tends to be very focused on the goal and getting there at all costs.

■■ Can go too fast, leaving other members in the dust.

■■ Can give ambiguous instructions (that thing right there next to the other thing.)

If you feel like you “can’t touch”:
■■ It’s okay to pause and ask for clarification.

■■ Encourage the group to take time to do what you suggest, or investigate to decide  
if your idea will work out.

■■ Ask to get your hands dirty. Take on part of the task, or learn a new skill.



If you have tied someone else’s hands:
■■ Untie their hands (ask if you are holding others back.)

■■ Let others “get their hands dirty,” and try out ideas to see if the ideas will work. 

■■ If ideas get out of reach, bring people back to Earth.

■■ Clarify so the entire group understands the instructions and expectations.

Gibberish People – They Have Challenges Communicating 
                                         with Teammates

False assumptions that could be created:
■■ Teammates don’t know what is being said, so it’s easy to assume  

a person is not useful.

■■ Their ideas can be seem confusing.

■■ They can get frustrated, and as a result, not seem like a team player.

■■ Lack of communication can annoy others.

■■ Sometimes, they may not have a point to make, but they speak up to feel like a part  
of the group.

■■ They have good ideas, but can’t get them across in a coherent manner.

If you find yourself misunderstood:
■■ Pause, gather your ideas and explain.

■■ If large meetings are too overwhelming, find time for one-on-one discussions.

■■ Don’t shut down from further conversation because the group doesn’t understand  
your point of view (the more you practice communication, the better you get at it.)

If you are not understanding someone:
■■ Work to translate! Talk about their ideas, clarify, and help them get their message across.

■■ Alleviate frustration by letting them understand you “get” what they are trying to say.

■■ Be patient; not everyone processes ideas at the same rate .

■■ Try different methods of communicating other than verbal communications, like  
illustrating ideas and demonstrations.

EVERYONE

It takes everyone working together to finish a task and accomplish our goals.  Be mindful of yourself 
and your co-workers.  If you notice that some are blindfolded, or have their hands tied, work to 
help them function at their optimal potential. This takes transparency, a clear vision and direction, 
clearly defined tasks and roles, and a willingness to accept that we all process and approach work 
differently. Remember, it is okay to say “I don’t know. Will you please show me?”

4



Understanding the    
Dif ference Between 
 Mission, Vision, 
and Values
Sometimes, it is difficult to distinguish between a mission and a vision statement.  This activity 
leads staff through an exercise to get everyone on the same page about the meaning of these 
terms.  

Step 1: Set expectations by having a discussion on the importance of a mission and vision 
statement. Mission and vision statements give organizations a direction.

Step 2: Get into small groups.  Groups should be no more than four to a group.  Have each 
group fill in the chart below with words and phrases to define each term.  There are no wrong 
answers. This is a brainstorming activity.
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How does the mission 
inform the vision?

How does the vision 
inform the mission?

Mission Vision

This is an example of words 
that might be recorded.

Mission Vision
Core purpose

In the present

What we are doing daily

Our Cause

Something we are doing 
to reach the vision

Tells why what we are 
doing matters

Goals or aspirations

What we want to become

The future 

The effect our cause has

Something we want to 
accomplish

55



4

Assessing Your 
Values
Before you can actually write your mission and vision statements, you must know your values.  
The values that your office embodies should drive the development of your mission and vision.  
However, throwing out value words like “integrity” and “transparency” does not mean much 
if the team does not share a common understanding of their meaning or truly believe in the 
worth of the word.

Step 1: 
As a team, imagine you have been asked to start a second office at a satellite campus for your 
university. In this office, you will have five employees who represent five work values. What 
values would you want represented at your new office?  How would these values be displayed 
by your five “seed” employees? Start by brainstorming as many values as you 
can think of.

Step 2: 
Evaluate your values list.  Are some redundant?  Do some sound good, but they don’t 
really connect with your office?  Narrow the list to five.

Step 3:  
Once you have five values, identify with the team how you define them. By doing this, 
it becomes easier to display your values in everyday interactions with students, faculty, 
staff, parents, and the community.
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Energy Booster
Each participant needs a piece of paper, and a pen or pencil. Ask participants to draw three 
items representing three values he/she holds. For instance, someone might draw a teddy bear, 
a brain, and a climbing wall to represent the values of care, rational decision making, and 
challenge. 

After completion, share the drawings. Explore how personal values may have impacted 
the discussion of team values.

Developing Your 
Mission Statement

In this exercise, you will write your mission statement for your office or department. This 
exercise can also be used to polish an existing mission statement.

Step 1: 
On a whiteboard or paper, create a chart like the one below. The exercise can start either 
with small group brainstorming or individual reflection. After a designated time period, 
write words or short phrases in the right-hand column to answer the questions that 
appear in the left-hand column.

Why do we do what we do?
WHO?  WHAT?  WHERE? (nouns) 

What do we do?
ACTIONS (verbs) 

What are the results?
Outcomes (adjectives) 
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Be sure to include everyone’s role in the department.  For example, if you are creating a mission 
statement for an admissions department with recruiters and admissions processors, both 
should be represented on the board, like the example below.

Step 2: 
Create a mission statement. Using key words from the chart, craft a mission statement to 
fit your department. Review your values, and be sure they are represented in the mission 
statement. This may take several drafts to perfect. 

An example of a completed mission statement is: The office of undergraduate admission(s) opens 
the door to college for prospective students through information, encouragement and effective 
processing of all admission(s) documentation so students may pursue a path to their career.

High school students (first gen, minority)
High school counselors
Parents
High schools 
Current university
Other universities (community colleges)
Transfer students
Transcripts
Applications
Our town
Region
State
Nation
Worldwide (certain countries)

 
Inform
Troubleshoot
Encourage
Remove barriers
Open doors for admission
Counsel
Visit
Verify accuracy
Audit
Calculate

 
Reveal options
Increase enrollment
Provide unrealized opportunities
Lay a path to a career
Process applications within 48 hours

Why do we do what we do?
WHO?  WHAT?  WHERE? (nouns) 

What do we do?
ACTIONS (verbs) 

What are the results?
OUTCOMES (adjectives/verbs)



Vision Statements
A vision statement should be short, simple and specific.

After you create a mission statement with imbedded values, you have a platform to move 
forward in determining where you want to be in three to five years as a department. It is 
important to understand where your university plans to go during this timeframe, too. 

As a group, start by brainstorming to complete the following statement:

Three to five years from now, our department will ______________________ by 
______________________.

Remember to go back to your mission statement and ask yourself these questions:
■■ Why does my department exist?

■■ How does my department make the college/university better?

■■ What problems does my department solve?

■■ What is our output? What do we do?

Review your values, mission and vision statement.  Do they complement each other?  

Takeaways and 
Leave Behinds
As a way to recap the day, each member of the team should take a moment to share the 
one thing they are going to take away from the day (such as understanding the difference 
between mission and vision) and one thing they are going to leave behind (such as thinking 
that a mission statement only affects the board and cabinet.)

Homework 
Assignment

Read about Eisenhower’s 
Important/Urgent Principle.

Go to 
enrollmentfuel.com/
launchdownloads 
to find the online link 
to the homework.
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DAY 2

Icebreaker: Pin the         
Needle on the Gauge
Play the enrollmentFUEL version of “Pin the Tail on the Donkey.” Unleash your inner-child 
and flashback to birthday party fun as a kid. Your box contains a poster-print of a FUEL gauge and 
six needles. Write everyone’s name on their needle. Blindfold participants, and spin 
each “contestant” five times. Aim them toward the FUEL gauge. The person closest to 
the correct needle placement wins bragging rights for the day!

Discuss this blindfold activity in relation to yesterday’s work on mission and vision statements.  
Without a mission and vision, you are blindfolded when trying to hit the mark.  Discuss how much 
easier it is  when you see the FUEL gauge and know what direction to go to hit the needle.

Strategic Planning:  
Developing Your 
Program 

Sometimes, it is easy to create a mission and vision, but still fail at execution or sustaining your 
mission and vision over time. The following is a tool for strategic planning. It builds on the work you 
have done thus far, to assist with execution and sustainability.

From your mission, you can begin to develop a strategic plan that embodies achieving your vision. 
This cannot be fully completed in the time provided during your retreat. However, you can begin 
the conversation to jump start the process.

Step 1: Documentation

Write down all goals, initiatives, and action steps. Everyone in the department should be aware of 
goals and initiatives. Success requires the following:  

■■ Goals and initiatives are appropriate for your department, and aligned with your mission 
and vision

■■ Actionable steps (tasks) are concrete, measurable and attainable

■■ Support and required resources are identified

■■ A timeline should be established

■■ Create clarity. Ask if someone from outside the group would understand the goal. 

Need to print more needles for your team? 
Download the art at  
enrollmentfuel.com/launchdownloads11



Step 2: Achievement

Develop a pass/fail definition for all goals. What is the definition of “DONE?”  
How will you know an initiative or project has been successfully completed 
or if a goal is reached?  Defining acceptance criteria creates focus. It keeps 
people on the same page, making work more efficient and targeted.

Step 3: Accountability

Determine who owns each step or process and document it, publicly. When 
changes are needed, or decisions need to be made, confusion over ownership 
can cause a stalemate. If everyone says, “it’s not my job,” then progress stalls. 
Owners are responsible for their part of the process while it is in progress, and 
should have the capability to make changes and adjustments based on their 
assessments. Agility and adaptability helps to create progress. The owner is 
not only responsible for execution, but also sustainability once the project 
is defined as complete.

Step 4: Plan the Plan

Map out the process with goals and action steps. Projects, goals, and initiatives 
are often large endeavors, with many tasks required for success. In this step, 
determine the goals you want to accomplish and when you want to complete 
them. Write out every task to be completed to accomplish the goal. Granularity 
is often needed for success.  
 

Step 5: Visualization  

There are several project management tools that can be used (Basecamp, Trello, 
Asana, Microsoft Project, Smartsheet). If you don’t want to add new tools, you can 
manage process by creating a simple sticky note board and locating it in a prominent 
spot in the office where everyone sees it. 
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In Both Mapping Options:

■■ The “DO” column lists all the tasks that have not been started.  In the beginning, all 
the tasks related to the project will appear here.  

■■ The “DOING” column lists tasks that are currently and actively being worked on.  

■■ The “DONE” column lists all completed tasks.  Remember, these tasks need their own 
set of pass/fail criteria.  When all the sticky notes are in the DONE column, the project 
is complete. The recommended best practice is to review this visualization chart on 
a regular schedule with the team members who are responsible for completion. That 
could be a quick 15-minute morning meeting a few times a week or a longer meeting 
that takes place once a week.

Creating a Visualization Chart Helps to Ensure: 

■■ Accountability: Everyone sees everyone else’s progress.

■■ Problem solving: By having everyone view the process, it is easy to identify issues and 
solve problems.

■■ Identify barriers: If the project is moving, but one task gets stuck in the “DO” phase, 
you can determine what is holding this “red flag” task up.

■■ Adaptability: Tasks can change, and new tasks can be added as the project progresses. 
Factors like funding, resources, and staff changes can fluctuate, affecting a project.

On the following page, you will see illustrations of both chart options. The top option 
demonstrates mapping by project, goal, or initiative. The bottom option demonstrates 
mapping by staff responsibility.
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There are sticky notes included in your kit to 
allow your team to begin mapping out your own 
goals. You can map these tasks in two ways: 
(1) by the project, goal, or initiative, or (2) by 
the person responsible. Some of the project 
management tools above allow for both.
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Map by Project, Goal or Initiative

Map by Staff Responsibility

Goal #1

Goal #2

Goal #3

Admission 
Counselor #1
Goal #1
Increase outreach by 
admissions counselors 
using tailored grade level 
messaging, to 8th grade 
- 11th grade summer 
camp students who attend 
programs on our campus

DO DOING DONE

DO DOING DONE

Admission 
Counselor #2

Admission 
Counselor #3
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Traffic Light Exercise
Each participant gets one red, one green, and one yellow card. The facilitator 
will read a statement. Everyone raises the card representing their answer:

■■ Red = Don’t Agree

■■ Green = Agree 

■■ Yellow = Somewhat Agree, Somewhat Disagree

Each participant is limited to three yellow responses. 

The facilitator should use discretion as to when to ask a participant to explain or 
demonstrate his/her response. Use the statements below, or create your own.

■■ I have our institution’s mission statement memorized

■■ I understand the importance of the institution’s mission statement to my daily work

■■ I understand my role in accomplishing our strategic plan

■■ I understand our department’s strategic plan

■■ I feel like what I personally need to accomplish to contribute to the strategic plan is do-able

■■ I have some concern about our ability to accomplish the strategic plan



For a short video on how scoreboards 
help teams achieve goals, watch 
The Scoreboard Effect at 
enrollmentfuel.com/launchdownloads

Scoreboard
When you’re implementing a strategic plan, it’s often difficult to know if you’re winning or 
losing. The goal is so far away and so big it can feel almost impossible to measure  
short-term progress. 

Scoreboards track progress. They help to see if your team is “winning,” making it easier to 
stay motivated long-term.

To hit a long-term strategic goal, you need to know where you are at now and how much 
further you have to go to win. 

In his book The Four Disciplines of Execution, best-selling author, Stephen Covey says 
you need “a cadence of accountability” to reach big goals. This is a process where team 
members hold each other accountable for commitments made to move the score. 

Start by creating a scoreboard. This can be as simple as a report run from your CRM 
each week, or as elaborate as a Nintendo-themed chart where Mario progresses through 
multiple levels to save Princess Peach.

Scoreboard Discussion

■■ What does your scoreboard need to track? What are the data points?

■■ What should your scoreboard look like? Do you want a theme? Take some time to 
come up with ideas that will keep everyone engaged.

■■ How do we stay committed to the meeting  
schedule, ensure people actually atend,  
and engage people to participate?

If you have time, start working 
on your scoreboard now!
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Energy Booster: 
The Counting Game
Take a moment to release some energy, and have fun as a team. Stand up. Participants 
pair off to form teams of two. If you have an odd number of people, then one of your 
teams can include a third person. 

Start by alternating counting to 10. 
Partner A=”One!”
Partner B= “Two!”
Partner A= “Three!”
Partner B= “Four!”, etc.

After reaching 10, repeat the exercise, but replace “One” with a single clap.
Partner A= Claps once
Partner B= “Two!”
Partner A= “Three!”
Partner B= “Four!”, etc.
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In each round, continue to 
replace numbers with claps 
up to the number 10. 

For round two, the sequence is:
Partner A= Claps once
Partner B= Claps twice
Partner A= “Three!”
Partner B= “Four!”, etc.

For round three:
Partner A= Claps once
Partner B= Claps twice
Partner A= Claps three times
Partner B= “Four!”, etc.
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Round Table: Making 
Space for the Important  
Amidst the Urgent
Divide your team into groups of three to five. The participant book has a copy of the matrix below 
for to be completed. 

Additional copies of a blank matrix can be downloaded (available at enrollmentfuel.com/
launchdownloads) or participants can draw their own.

Quadrant 1
Important 
and Urgent

Crises
Deadlines 
Problems

Quadrant 2
Important But Not Urgent

Relationships 
Planning 
Development
Reporting

Quadrant 3
Not Important, But Urgent

Interruptions
Meetings
Activities

Quadrant 4
Not Important and  
Not Urgent

Pleasant 
Activities
Trivia 
Time Wasters

Eisenhower Decision Matrix

  URGENT                                               NOT URGENT
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Part of the problem with accomplishing the goals of a strategic plan is the never-ending list 
of “urgent” tasks – the balls that are thrown at us – each day. 

Take the next 45 minutes to discuss the homework assignment from last night. 
■■ Discuss Eisenhower’s Important/Urgent Principle, and how it applies to your own work, your 

department, and the strategic plan

■■ Take five minutes to individually fill out the matrix

■■ Discuss individual matrices for 15 minutes

■■ Use the remaining time to create a matrix for the department, reflecting what is urgent/
important related to accomplishing the strategic plan goals

■■ Discuss where tasks and daily deliverables fit into the matrix categories

Round Table Discussion

1. Briefly discuss your matrix with the group. Does the rest of your group agree with 
    your choices? Were you surprised by anything?
2. What are the urgent things encroaching on your team? Can they be diverted 
    or streamlined?
3. Develop a plan for protecting time, so you can intentionally move the needle 
    on accomplishing your strategic plan.

Take Aways and 
Leave Behinds
Using the same format as yesterday, what can you take away from your time 
together today, and what do you need to leave behind?
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As funny as this image 
is, imagine setting 

your desk up in the 
middle of a game of 

dodgeball and trying 
to write a board report. 

Sometimes, our days 
feel like that – you’re 

working to accomplish 
a very important project 

while people are 
throwing balls at you!
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