





L J Step 1: Plan for Planning
< Diagnose organization’s situation and
readiness to plan.

+» Develop the plan process, people to
involve, process steps, etc.
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- Stakeholder Analysis

| |

< People to involve and consider.

+» Those affected by or who have an
effect on the plan.

+» External and internal.
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~ |Step 2: Mandates

s Formal - codified.
* Informal — community expectations.

< Informal may be embodied in norms
and expectations of key stakeholders.
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~ Strategic Planning

Step 3
Developing a Mission
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{} Mission Statement

+ Mission = what an organization does.

% Values = what an organization believes,
reflected in how it acts.

% Vision = what an organization wants to be
in the future.
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| What is a Mission Statement?
**Purpose of the organization

+* Its core function.

» The organization’s reason for being — the “work”
of the organization.

s What the organization does uniquely well.

*» Mission/purpose should define the
organization’s intentions toward the clientele it
serves.
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.| Mission Statements Are Used To...

 Align what the organization says it does with
what it actually does

% Align what the world believes it does with
what it actually does

+» Provide grounding for key decisions
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|
| Mission: Final Thoughts

+ Similar to “purpose”

s Concisely explains WHAT the organization
does and a bit of why

¢ It is important to periodically review and
reflect on the mission statement
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Strategic Planning

Step 4
Assessments
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 Assessments

*+ Purpose for Assessing the Environment

= The purpose of Step 4 is to provide
information on the organization’s strengths
and weaknesses in relation to the
opportunities and challenges it faces.

* This step lays the foundation for identifying
issues and effective strategies.

* The distinction between internal and
external is fluid. Don’t worry if distinctions
are properly made.
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| Assessments

< Purpose for Assessing the Environment

*» This exercise alerts an organization or
community to conditions that may require a
response.

= |t provides a “systems view” of clues and
prompts for possible issues, vision ideas and
strategies.
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- Assessments

¢ Outputs and Tools

* Four lists comprise the classic Strengths,
Weaknesses, Opportunities and Challenges

(S.W.0.C.) Analysis
* Strengths Internal (past and
* Weaknesses present)

* Opportunities/Hopes
. c:::"enges P } External (future)
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| Assessments
< External Assessments: Areas to Monitor

= PESTSs (Political, Environmental, Social,
Technological, etc.)

= Selective and appropriate prompting when
facilitating

Strategic Planning  €Xtension university of Wisconsi + Cooperative Extension © 2001

| Assessments
+ Internal Assessments: Areas to Monitor

= A simple systems approach:
- Internal resources and capabilities (Inputs)
- Current internal strategies (Processes)

- Internal performance (Outputs)
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Strategic Planning

STEP 5
Identifying Strategic Issues:
The Heart of Strategic Planning
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Identifying Strategic Issues

K/

* All the data generated and process has
led to this point.

s The issues identified during this step
represent those the organization
believes will significantly affect its future.
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A Strategic Issue is...

« a fundamental challenge affecting the
organization.

 Is different than an ‘operational’ issue.
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An Operational Issue...

% Is likely to confront the organization sooner
rather than later and is more routine.

 if not addressed, will not significantly affect
major organizational features such as
mission, product or service mix, etc.
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' Characteristics of Strategic Issues
< Extensive impact on key stakeholders.

¢ Is responsive to mission.

» Extensive implications as suggested by the
“‘assessments’.

% Significant consequences to the organization if
not addressed.

*» There is an ability to do something about the
issue.
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| Benefits of Identifying Strategic Issues

(I

s Attention is focused on what is most important.
¢ Attention is focused on issues.

+ ldentification of issues creates useful tension
needed to prompt organizational change.

+ Provides useful clues on how to resolve issues.

% The strategic planning process becomes “real’
at this point.
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Strategic Planning

Step 6
Strategy Formulation
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Definition of a Strategy

|
L]

* |s a pattern of purposes, policies, actions,
decisions, and /or resource allocations
that address a strategic issue.
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(} Purpose of Step

s To create a set of strategies for each
strategic issue that has been identified in
Step 5-Strategic Issues.
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—
| W}Exploring Possible Strategy Ideas

“ What are some practical alternatives or
initiatives that we might pursue to address
this issue?

 What are the key actions that must be taken
to implement the major initiatives?
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| Strategy Formulation

+ What are the specific steps and who would
be responsible for these actions?

% In selecting strategy, it is important to
understand the feasibility and capability of
actually carrying out the strategy idea.
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' Follow-Up Resources

+ Bryson, John M. Strategic Planning for Public and
Nonprofit Organizations. San Francisco: Jossey-
Bass, 2004.

 Bryson, John M. Creating and Implementing Your
Strategic Plan: A Workbook for Public and Nonprofit
Organizations. San Francisco: Jossey-Bass, 2005.

 University of Wisconsin-Extension: Community,
Natural Resource and Economic Development
Programs and County Offices
— http://www.uwex.edu/ces/cnred/

— http://lwww.uwex.edu/ces/cty/
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Other Strategic Planning Resources

m Details of the Strategic Planning Process (The Strategy
Change Cycle)

m Terms used in Strategic Planning

m The “Plan for Planning” (Considerations for customizing
the strategic planning process)
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Figure 4 ® The Strategy Change Cycle
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Approach—A mode of conduct directed in a

given way toward a particular set of circum-
stances. An approach consists of principles of
action and a methodology for operationalizing
them. An approach may be comprised of
several or many steps, and may employ a
variety of tools, techniques and skills to carry
out its various steps.

Champion (or process champion)—A person or

group who believe in and commit to the
planning process. Champions provide the
energy and commitment to follow through,
and are usually the people who have primary
responsibility for managing the strategic
planning process from day to day. They model
the kind of behavior they hope to get from
other participants, and are “cheerleaders” who,
with sponsors, keep the process on track and
push and encourage the strategic planning
team and others through difficult spots. They
may or may not be the initiators of the
planning process. The role of “champion”is dif-
ferent from the role of “sponsor” (q.v.), even
though sometimes champions and sponsors
may be the same people.

External environment—The outside environment

in which an organization operates, often
analyzed in terms of the opportunities and
threats present and anticipated in the organi-
zation's environment. External environment
factors include forces and trends, key resource
controllers, competitors and collaborators. The
relationship between what is considered the
external environment and what is the internal
environment is often fluid.

Facilitate—To free from obstacles and difficuities;

make easier; aid, assist or help bring about.
More specifically, to make use of appropriate
group and individual process skills, techniques
and tools to assist or enable a group to imple-
ment an approach,

STRATEGIC PLANNING PROGRAM

Generate-organize-select—A three step “mini-

process” that occurs in many of the steps in the
strategic planning approach. A group may use
various tools to generate values, ideas, solu-
tions, measures, issues, strategies, etc. Other
tools and techniques are used to organize
what is generated into meaningful and more
useful forms or formats. Tools of a third type
are used to choose or select what items or
actions actually become parts of the strategic
plan.

Goals—The performance levels or amount of an

objective to be attained within a specific time
and cost limits. Objectives and goals opera-
tionalize values for specific situations. (Some
organizations interchange the meanings of
goals and objectives.)

Implementation—To give practical effect to; to

insure actual fulfillment by concrete actions.

Initial agreement (or “Plan for Planning”)—An

initial agreement among key internal decision-
makers or opinion leaders (and sometimes key
external leaders) on the purpose and worth of
the overall planning effort, who should be
involved in the planning effort and how they
should be involved, the specific planning steps
to be followed and the timing of reports. As the
planning effort gets underway, amendments to
the initial agreement or new agreements incor-
porating new participants, etc. are often
needed.

Internal environment—The environment within

an organization, often analyzed in terms of
strengths and weaknesses. Internal environ-
ment factors include resources, current
strategy and performance. The relationship
between what is considered the internal envi-
ronment and what is considered the external
environment is often fluid.

Mandate—Formal and informal requirements

placed on an organization or program.
Although some mandates may be imposed
internally, through such things as articles of
incorporation, the strategic planning approach
focuses primarily on mandates, formal and
informal, imposed by external sources.

EXtension

27

|d 216330135 Ui pasn suud) <



28

Mission—A clarification of an organization’s
purpose, or why it should be doing what it
does. An organization’s mission is the founda-
tion of its vision of success.

Mission clarification—Aims to specify the organi-
zation's purposes and the philosophy and
values that guide it.

Objectives—(1) The “object” of a course of action;
something to work or strive toward. (2) The
criteria for determining how well a value is
achieved. Objectives and goals operationalize
values for specific situations. (Some organiza-
tions interchange the meanings of goals and
objectives.)

Operational—Relating to the operation of an
organization. Non-strategic.

Plan—A detailed formulation of a program of
action.

Plan for Planning—See /nitial Agreement.

Purpose—The mission, aim, need, primary
concern, function of or results sought from a
system, A purpose is what the system intends
to accomplish, with no emphasis on how it is to
be accomplished.

Skill—A developed aptitude or ability. The ability
to use one's knowledge effectively and readily
in execution or performance, especially in the
application of techniques.

Sponsor (or process sponsor)—A person or
group who legitimize the planning process.
Sponsors are typically top leaders. They have
prestige, power and authority to commit the
organization to strategic planning and to hold
people accountable. They are not necessarily
involved in the day-to-day details of the
planning process (this is the role of “champi-
ons”). Sponsors typically have a vested interest
in a successful outcome, and are important
sources of knowledge about strategic issues
and how the planning process should time
itself with key decision points. The role of
“sponsor” is different from the role of
“champion” (q.v.), even though sometimes
sponsors and champions may be the same
people.

Stakeholder—Any person, group or organization
that can place a claim on an organization’s
attention, resources or output, or is affected by
that output.

Strategic—Relating to or marked by strategy.Very
important. Relating to an organization’s
mission, values, mandates and vision.

Strategic issue—Fundamental policy questions or
critical challenges that affect an organization’s
mandates, mission and values; product, service
level or mix; clients, users or payers; or cost,
financing, organization or management.

Strategic plan—A program of action that
addresses an organization’s strategic issues.
Strategic plans usually incorporate the
purposes and values of the organization, some-
times expressed as a mission statement; an
identification of strategic issues; a strategy or
strategies for addressing the issues, a vision of
the organization in the future and an imple-
mentation plan.

Strategic thinking—The application of the princi-
ples and process of strategic planning to
everyday planning and decision-making.
Approaching decision-making with regard to
the organization’s mission, values, mandates
and vision.

Strategy—A pattern of purposes, policies,
programs, actions, decisions or resource alloca-
tions that define what an organization is, what
it does and why it does it. Strategies can vary
by level, function and time frame. Strategies are
developed to deal with strategic issues.

Strategy change cycle—A process for strategic
planning and management. It includes: setting
the organization’s direction, formulating broad
policies, making internal and external assess-
ments, paying attention to the needs of key
stakeholders, identifying key issues, developing
strategies to deal with each issue, planning
review and adoption procedures, implement-
ing planning, making fundamental decisions,
taking action and continually monitoring and
assessing the resuits.
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Strategy reassessment—A review of strategies
and the strategic planning process, which is
conducted once implementation is underway,
often as a part of the implementation process
itself. Strategy reassessment is a prelude to a
new round of strategic planning.

SWOC analysis (also SWOT where T = threat)—
An analysis of an organization’s internal and
external environments, in which strengths and
weaknesses (internal) and opportunities and
challenges (external) are identified and
assessed.

Tactical—Relating to small-scale actions serving a
larger purpose or mission, carried out with a
more limited or immediate end in view.

Timeline—A means for allocating, organizing, and
inter-relating blocks of time for designated
activities. A tool for the same, making use of
phases, milestones, deadlines, etc. to guide the
planning, implementation, evaluation or other
process.

Tool—A means for performing an operation or
necessary in the practice or vocation. More
specifically, the means, process, by which an
individual or group achieves the purposes and
accomplishes the tasks necessary to complete
a step in the strategic planning process.Tools
can be grouped by what they do, e.g. tools for
generating ideas, tools for organizing ideas and
tools for selecting ideas.

Values—Beliefs; societal, organizational and indi-
vidual aspirations; and desired end states.

Vision—An object of imagination. A manifestation
to the senses of something immaterial. In
planning, the perception or imagining of a
desired end state, as yet unachieved, and its
expression in the form of a narrative descrip-
tion, picture, recording, plan, model, etc.

Vision of success—A statement of what an organ-
ization should look like and how it should
behave as it fulfills its mission.

STRATEGIC PLANNING PROGRAM

Using a strategic planning
vocabulary |

Selected terms
Strategic
Operational
Issue
Strategy
Sponsor
Champion
Mission
Vision
Objective
Goal

Rules for using terms

m Each concept in the planning process must be
covered by a unique, defined term.

® Aterm may not be used to describe more than
one concept.

a Terms must be used consistently to mean the
same thing by all persons involved in the
planning effort.

EXtension
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Worksheet 1—Profile of the planning effort

Whose plan is it? The strategic plan is for:
O The whole organization.

[ The whole organization and separate plans for major divisions, units, etc.

| d2)§ <

] Part of the organization (specify division, unit, program).

[ Other, such as a community or county coalition (specify).

2. What period will the plan cover?
O 2 years
(1 5 years
(J 10 years
O Other (specify)

|d Joj} ue|d

3. What concerns, problems, or issues do you hope the plan will address? (Identify potential organiza-
tional issues for the purpose of gauging the energy of the members and the interest in designing a
planning system)

buluue

4. What measures of effectiveness should be used to evaluate the success of the planning effort? (The
final product is a useful strategic plan, all key stakeholders were involved, the process went
smoothly.)

5. What is the purpose of this planning effort? (To figure out what is really important, to reach agree-
ment on priority issues, to work together to address issues.)
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WOTkSheet 1, {continued)

6. Who is sponsoring the strategic planning process? (Sponsors are individuals who Ieg&imize the
process. They are typically top leaders with prestige, power and authority to commit organizations
and resources to strategic planning and to hold people accountable.)

7. Who is (are) the process champion(s)? Who is the primary champion who will manage the process?
(Champions provide the energy and commitment to follow through. They are usually the people
who have primary responsibility for coordinating the strategic planning process from day-to-day.
They promote the process and model the kind of behavior they hope to get from other participants.)

8. What kind and size of team will work best in your organization? What does this mean for the compo-
sition of a strategic planning team? Who should be involved on the planning team? (The strategic
planning team coordinates the day-to-day process and plan needs, and is responsible for developing
the plan over time in cooperation with designated stakeholders.)

9. Who should be involved in the overall guidance and review of the plan prior to and during any
formal adoption process?
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WorkSheet 1, (continued)

10. Are you using consultants or other resource experts?

(3 Yes.Who will they be and what roles
will they play?

[ No

3 Unsure. If unsure, what kind of help do you
need?

11. What type of written plan do you envision?
[J Short executive summary
[ Full strategic planning report
{1 Other {describe)

12. How many hours do you wish to give to the strategic planning process,
including the planning meetings?

01-12 012-24 [1J24-40 [J 40+

13. What is the expected time frame for the planning process?
(J 6 months
0 12 months
[ Other

STRATEGIC PLANNING PROGRAM
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workSheet 1, (continued)

14. What steps will you use in your planning process? (Review and discuss the 10 steps on strategic
planning as you complete this section.)

Steps/Tasks Persons/Groups Involved Schedule

15. What resources do you need to start and complete the effort, and where will you get
them?(Financial, personnel, facility needs.)

16. What roles will the planning professional play, what services will the planner provide (and not
provide), and what time commitment will the planner make to the planning effort?

Adapted from Bryson, John M. and Alston, Farnum K. Creating and implementing Your Strategic Plan: A
workbook for Public and Nonprofit Organizations.
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