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Strateaic thinkina & Plannina

THISISSUE
Thisisthefourth of a seriesof bulletins
addressing Transitions I n Leadership’s approach
to the Long-Range Visioning and Strategic
Planning process. (You can find the last three
issues on our web page:_info@tilnonprof.com.)

Thisfourth issue addressesthe remaining steps
of the Strategic Thinking & Planning Phase:
participation in the SPOT Analysis, identifying
Critical Issues, and the development of the
Strategic Goalsfor the next threeto fiveyears.

This process must involve members of the board of
directors and key members of the management
team.
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Strategic thinking

Thereareanumber of opinions asto whether
thereisaneed to do strategic planning. One may
argue that the environment is changing so
dramatically and so frequently that any kind of
planningisoften not relevant in a short time.
Both board and staff’s commitment to the process
should be based on the understanding that the
changing environment isthe very reason why
Strategic Thinking and Planning is necessary.

Strategic Thinking for ces both board and staff to
identify environmental changes and review how
they may impact the organization. The process
createsthe opportunity to isolate the facilitator s
and theinhibitorsto accomplishing the
organization’svision, mission, values and goals.

The agency’ sleader s discuss various options
availablefor responding to predictable and/or
possible scenarios. Options are analyzed and
prioritized ascritical issuesfacing the
organization. Thereview and prioritization of
critical issuesisan important part to the Strategic
Thinking process, asthey become the major
driverswhen creating the strategic goals.

Strategic Thinking can be a process used through
out the organization. Present and long-term
implications of various options being considered

must be an important factor in the deliberation

process. Without Strategic Planning, the

organization misses the opportunity to define the

organization’s position in the predicable and

unpr edictable future environment.

Next Issue Will Focus On The Operational Thinking &
Planning Phase: Which Includes The Development Of
Actions Steps.
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THE Planning Committee

The Planning Committeeis usually made up of
members of the board and staff. It also may
include other key stakeholders. Having a past
president of the board on the committee should be
carefully considered. Past board members may
not be ableto consider making changesto the
organization that they created. The committee
must beready to bea“Change Leader.” Peter
Drucker (1999) advisesthat the challengesfor
change leaders, isthat they “ must put every
product, services, process, and market on trial for its
life.”

The Planning Committee should be a cohesive
team, with a strong sense of trust, respect, and a
sense of shared purpose. These are essential
qualitiesif the planning processisto be successful.

Having a skilled independent facilitator increases
the chancesthat cohesion will be present and
consensus building will be successful. The
facilitator should not be a board or staff member
for anumber of reasons. Animportant reason is
that thefacilitator should not add hig’her opinions
tothediscussion. Therefore, having a board or
staff member asthefacilitator inherently causesa
key stakeholder to be excluded from the decision
making process.

The selection of theteam and facilitator are
important decisions

BRAINSTORMING

One of the best methods for ensuring that every
member of the committee has an opportunity to
expresstheir opinion isto structurethe discussion
asabrainstorming session. Brainstorming rules
ensuresthat all possibleideas are heard and
considered, without any preconceived limitations.
A good facilitator will encour age everyoneto
contributetothelist of options.

The brainstor ming process provides a
systematic method for listing as many ideas and
opinions as possible, without inhibitionsto stifle
the groups creative suggestions._Brainstorming
requires that everyone under stands and accepts the
basic rule: “ There are no wrong suggestions.” |
remind the participants that “ CAN'T” isafour-
letter word and it’s not nice to use four |etter words.

THE SPOT ANALYSIS

Thefirst step of the Strategic Thinking &
Planning processrequiresthe Planning
Committeeto participatein an analysis of the
organization’s Strengths, Problems,
Opportunities, and Threats. The SPOT Analysis
utilizes data obtained from the Infor mation
Gathering process; along with the participant’s
own knowledge of the agency.

If the SPOT analysisis done honestly and
without inhibitions, the resultswill glean an
effective or ganizational and environmental
evaluation, onethat enhances the planning
committee' s ability to project long-range
strategiesthat are designed to positively position
the organization.

The SPOT Analysisisapplied to avariety of
management and or ganizational categories such
as. eFiscal Management, eResour ce Development,
eGover nance, and eSuccession Planning.
Prioritizing opinionsfor each category will help
clarify itemsthat are Strategic versus
Operational.

Critical issues?

When the SPOT Analysisisconducted, the
Planning Committee should easily be ableto
identify those Critical I ssueswhich will have a
significant importance to the or ganization over
the next threetofiveyears. The committee must
continue to be cognizant of the differences
between Strategic and Operational Critical Issues.
The Planning Committee should addressthe
Strategic Critical Issues and refer the Oper ational
critical issuesto management.

Theprioritized Strategic issues becomethe bases
for the development of the Strategic Goals and
related Objectives.

Strategic Goals & Objectives

When | work with a Planning Committee the
first thing I remind them isthat the Goals and
Objectives must meet the SMART criteria. Each
Goal and Objective must be:
SPECIFIC
MEASURABLE
ACHIEVABLE
RELEVANT

TRACKABLE
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Specific: The goals should bewritten in such a
way that it isclear astowhat isto be
accomplished.

Measurable: The goals need to include a clear
basis on which it can be measured and ther eby
determined if the goal was accomplished.

Achievable: The goals should be challenging,
along with being realistic asto being successful.

Relevant: The goals areto be consistent with
the organization’svision, mission and values.

Trackable: The goalsneed to have a specific
datefor accomplishment, thereby allowing the
development of a schedule of performance status
reports.

Each Strategic Goal should have three or four
Objectives. These Objectives must also meet the
SMART criteria. TheObjectivesclearly describe
a series of milestonesthat will need to be
accomplished in order to fulfill the related
Strategic Goal.

THE BOARD OF DIRECTORS

It isimportant that throughout the processthe
members of the full board areto be kept informed
of the activities and dialogue of the Planning
Committee. Oncethe Planning Committee has
compiled the Strategic Goals and Objectives, the
full board should meet to review, revise, if
necessary, and “in principle’ approvethe
Strategic Goals and Objectives.

Theboard isasked to approve, “in principle,”
the Strategic Goals and Objectives, because the
Operational phase has yet to be completed. The
Operational phase will definewhat it will ential to
accomplish the Goals, action steps, budget impact,
manpower needs, equipment/capital needs,
performance milestones, and per sonsinvolved and
responsible.

Thought For The M onth

For A Change Process To Begin, There Must
Be Creative Tension Between the Current
Reality And Future Alternatives

Sage & Burrello, 1994




Fags
“How can | get my Board to spend the time needed

for a comprehensive Long-Range Visioning &
Strategic Planning process? They have told me that
the staff should write the plan because they know
the agency better than the board.” Submitted by a
frustrated CEO

TIL'sAnswer: There are specifically six basic
responsibilities of a Board of Directorsof a
nonpr ofit agency.

1. Overseethe appropriate management of
itsresour ces

2. Ensurethat the organization has qualified
and competent staff leadership

3. Decidethefuturedirection of the
organization

4. Represent the organization in the
community

5. Hép obtain adequate funding to support
thework of the agency

6. Develop clearly defined policiesand
procedures asthey relateto thefirst five
responsibilities

| believeit isimperative that the agency’s board
be involved in the visioning and planning process.
The board must have a strong commitment and
take responsibility for the overall Strategic
position of the agency. Defining that Strategic
position istheir responsibility. Staff'sroleisto
develop and implement an Oper ational plan for
getting the organization to that Strategic position.

You need to start with the board’ s leader ship.
Helping them agreeto the importance of the full
board’s participation through a Planning
Committee.

Board and staff will find that the processitself is
just asimportant asthe product of the plan itself.
The Visioning and Planning process facilitatesthe
following activities that enhance the board and
staff to work together on behalf of the agency.

1. Providesan opportunity to enhancethe
cohesiveness of the board and staff
wor king together.

2. Providesinformation about how the
agency isperceived by its stakeholders

3. Providesfor amethod of ensuring
financial stability
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