 

 

 

 

 

A PRACTICAL APPROACH TO

STRATEGIC PLANNING

 

 

 

"If You Don’t Set Your Own Goals,

Then You Will Become Part of

Someone Else’s"

-Bienati

 

"Vision Determines Our Destination

Values Guide Our Direction"

 

"Vision Without Action is Merely a Dream

Action Without Vision Passes the Time

Vision With Action Can Change the World"

-Joel Arthur Barker

Edited by Gerald D. Abbott

Thoughts Prepared by Lawrence M. Bienati, Ph.D.

and Walt Truelson

To Educate the World

800-483-7152

www.onestophr.com (web)

 

TABLE OF CONTENTS
Key Notes About Strategic Planning 

What is Strategic Planning? 

Why Do Strategic Planning? 

How is Strategic Planning Done? 

1. Diagnose the Business’ Situation 

2. Develop a Vision Statement 

3. Develop a Current Mission Statement 

4. Develop Core Values (Mutual Team-Building Process) 

5. Develop Objectives 

6. Develop Tactical Action Plans 

7. Determine Impact on the Business 

Attachments

 Typical Questions Answered in a Strategic Planning Analysis 

 Sample Strategic Plan 


KEY NOTES ABOUT STRATEGIC PLANNING

"Management is an art. The effective practitioner has the unique ability

to apply the various tools--both scientific and behavior--to maintain a motivated,

satisfied and productive team. Effective managers are in a constant learning

mode and recognize that management excellence is a journey and not a

destination. In the 1990s, the management leader will emerge as the facilitator

capable of identifying, developing and empowering the responsible employee.

This style of management will be the foundation for quality management excellence."

-Larry Bienati, Italian Prophet"

"All too often, new management innovations are described in terms of 

"best practices" of so-called leading firms. While interesting, I believe 

such descriptions can do more harm than good, leading to piecemeal

copying and playing catch-up. I do not believe great organizations have

ever been built by trying to emulate another, anymore than individual 

greatness is achieved by trying to copy another "great person."

-Peter Senge, The Fifth Discipline

 

"The future ain’t what it used to be."

-Yogi Berra

 

"In times of drastic change, it is the learners who inherit the future.

The learned usually find themselves equipped to live in a

World that no longer exists."

-Eric Hoffer

 

"There is only one boss: the customer. And he can free everybody in the company,

from the chairman on down, simply by spending his money somewhere else.

-Sam Walton. Founder of Wal Mart

 

"What is obscure, we eventually see.

What is obvious, usually takes a longer time."

-Edward R. Morrow

 

"The difference is not one of skill or education or experience.

It’s a matter of values. To be customer-oriented is

not be self-oriented."

-Max Dupree, Herman Milller

 

"Service is just a day-in, day-out, ongoing, never ending, unremitting,

preserving, compassionate type of activity."

-L.L. Bean

 

"To serve the people at no cost to anyone, we the unwilling, led by the unqualified,

to do the unnecessary, for the ungrateful."

-Group of employees who experienced the management flavor of the month
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Research has shown that entrepreneurial or smaller businesses which engage in some form of formalized strategic planning consistently and substantially outperform those which do none. In addition, a recent study by the Center for Public Communication, Inc. disclosed that in the 21st Century, the single issue which will most likely cause the demise of emerging businesses will be their inability or failure to plan or think strategically.

What is Strategic Planning?

Strategic business planning is creating a vision of the future, analyzing the business and its environment as it is today, and the development of a formal program for guiding its development and success tomorrow.

For entrepreneurial or smaller businesses, the strategic plan normally addresses a 3 or 5 year period into the future. Successful strategic plans are updated yearly.

Why Do Strategic Planning?

An overriding purpose for strategic planning is to create and place the business at a competitive advantage in the future. Specific reasons for doing strategic planning include:

 to define in measurable and objective terms what is most important and needs to be achieved by the business

 to anticipate problems and to take positive steps to eliminate them

 to build commitment and orientation to a common purpose among the members of the business’ senior management team

 to chart a clear direction and furnish "marching orders" for the business and its employees to follow

 to ensure a consistency in decision-making and to allocate resources most effectively and efficiently in areas such as: people, equipment, facilities, product/service changes

 to establish a firm basis for evaluating performance, both organizational and individual

 to provide a management framework which can be used to facilitate quick response to changed conditions, unplanned events and deviations from plan

[image: image2]
 

How is Strategic Planning Done?

As with strategic plans themselves, there are a variety of methods or techniques that can be employed in doing strategic planning. A variety of position levels are involved as well. Basic steps which a top management team for a entrepreneurial business should take in implementing a strategic planning approach include the following:

1. Diagnose the Business’ Situation

2. Develop a Vision Statement

3. Develop a Mission Statement

4. Develop Core Values

5. Develop Goals

6. Develop Action Plans

7. Determine Impact on the Business

The seven steps on the preceding page are advantageous to the organization and can be implemented separately. However, they are also interdependent on each other and when implemented in concert they can have a great impact on both the organization and the team’s effectiveness.
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1. Diagnose the Business’ Situation

An organization should begin its strategic planning activities by taking a critical look at itself and the environment in which it operates. This situational diagnosis (often referred to as a SWOT analysis) entails looking at the organization internally and externally and identifying the strategic issues/decisions confronting the business. The internal examination involves defining the following organizational issues:

Strengths: positive features of the firm and factors that differentiate it from the competition

Weaknesses: deficiencies of the firm or areas of competitive disadvantage

Opportunities: for process improvement, re-engineering and organizational effectiveness re-structuring and human resource deployment.

Threats: negative trends such as morale issues, potential diversity issues, incentive problems and capital investment issues.

The external examination is done to identify organizational:

Strengths: from the point of view of customers and vendors the positive features which affect quality customer service.

Weaknesses: again from the point of view of customers and vendors the negative impacts on customer service or doing business with the organization that may be limiting growth or profitability.

Opportunities: positive conditions such as new market openings, population shifts which present new potential to the business.

Threats: negative conditions such as government regulations, market segment decline and changing economic climate that pose challenges to the business.

Usually the data collection process is conducted using a vehicle like Consultants to ManagementSM Organizational Effectiveness Temperature Check. (OE Temp  ). This survey identifies improvement areas for building the strategic plan.

At the conclusion of the strategic diagnosis, the management team should agree upon those issues that are most critical to the success of the organization. These issues are a template for the strategic plan.
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2. Develop a Vision Statement

Visioning into the future has become an increasingly important element of the management-leaders role. The firm, drawing on as many participants as logistics allow, should draw a word picture of the firm 3 to 5 years into the future. The more participants involved in the visioning process the higher the level of commitment and teamwork. The vision statement should respond to how we see the organization in the future:

What will our products or services be or look like?

To whom will we be providing these services?

What new markets will we be in?

What technologies will we be using in the future?

How many employees will we have?

At what level will we be making decisions within the organization?

What level of quality service will we aspire to?
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3. Develop a Current Mission Statement

As part of the firm’s self-examination, it should develop a concise statement of what is the current mission of the business. This statement is important because it expresses and communicates the basic intent of the business.

The mission statement should answer the following questions:

 What business are we in?

 What is our purpose?

 What are our environmental, social responsibilities?

 Who are our customers?

 Where are our markets?

 How are we viewed by our customers?

-For quality? for service? for speed? (Most organizations can pick only two of these)

 Why are we in business?

-To make a profit? To provide security and employment to others? To fulfill a social mission?

The standing mission statement should be reviewed periodically for relevance. It should include a purpose statement, an identification of the goods and services provided, a description of the customers, the geographical boundaries if any and if appropriate any commitments to employees, society or the environment. Mission statements can be augmented by having stated financial goals as well.
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4. Develop Core Values (Mutual Team-Building Process)

The mission statement defines directions. The values guide directions and help the organization stay on course. Values are held beliefs, codes of ethics, ways of doing business. These commitments hold all stakeholders accountable.

Examples include: Integrity, Honesty, Superior Client Service, Teamwork, etc. They must be real and unique to the organization. Successful value systems should have specific and measurement. Enlightened organizations striving to "walk the talk" survey the employees yearly and measure "commitment to values." 

These values should reflect the soul, the heart and the character of the firm.
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5. Develop Strategic Objectives (Building Blocks)

The top management team should use the strategic diagnosis findings to set the strategic goals for the business. These goals spell out what the organization wants to accomplish over the next 1 to 3 years to reach its vision.

The team should set objectives for each critical issue area pinpointed as a result of the strategic diagnosis. Ordinarily, this means that the business will have somewhere between four to eight goals. These objectives are the result of opportunity and weakness areas identified in the SWOT analysis exercise. These objectives should be viewed as the "critical activities" that must be achieved to realize the vision and mission.

Each goal should be written to be as measurable and precise a statement of what is to be accomplished within the strategic time frame as possible. A formula for writing a goal follows: What is to be done? By whom? Within what time frame? What quantity is to be achieved? What quality is to be realized? And, at what cost? How will success be measured and rewarded?

The reality check for any objective: Is it SMART (specific, measurable, attainable, realistic and time bound).
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6. Develop Supporting Action Plans

After the firm’s strategic objectives have been developed, the corporate management team should develop a set of tactical action plans that describe the methods to be employed to accomplish each goal. For each goal in the strategic plan, the team should specify:

 action steps to be taken

 persons responsible for completing the step

 time frame for performance of the action

· resources/assistance required to take the step 
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7. Determine Impact on the Business

The last step in the strategic analysis process consists of reviewing the newly defined vision, mission, goals and strategies to assess the demands that they will place or the effect they will have on the business. Areas to be considered include.

Resource Requirements: What will total plan implementation cost?

People: Are human resources adequate? Will staff have to be added?

Facilities/Equipment: Is the production capability sufficient? What changes will be necessary?

Organization Structure: Is the business appropriate organized?

  

More often than not, it is the lack of development of specific action plans (with individual or departmental accountability for completion of those actions) that makes most strategic planning exercises precisely that: exercises and not effective systems for managing an enterprise. It is our strong recommendation that action plans be developed and revised on a quarterly basis. Creating and maintaining an ongoing quarterly plan/review process is the single most effective means of marrying the longer-range planning process with the ongoing management of the firm.

The purpose of defining the planning process is to ensure a common understanding of the various elements to facilitate the Company’s planning activities. It should again be noted that planning is a constant management process. Events take place that can alter any element of the planning process and require the firm to change its future goals, or even its mission/vision.

Every element in the planning process is interdependent with the other elements. Short-range objectives and action should be consistent and supportive of long-range objectives, which in turn should be consistent with and supportive of the strategic goals and the firm’s mission and vision. The following model is an example of successful strategic plan.

The plan is not a frame on well. Successful leaders live and breathe the strategic plan in their daily, weekly and monthly agenda. As the old saying goes, "You developed the plan, now work the plan."

Good luck on your journey and re-visit your plan at least quarterly.

We have enclosed a Sample Strategic Plan for your review.
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TYPICAL QUESTIONS ANSWERED IN A STRATEGIC ANALYSIS

(Most Firms)

I. What are the challenges we face today and for the foreseeable future?

II. Where do we want to be in 1 to 5 years?

III. What are our strengths?

IV. What are our weaknesses?

V. What are our opportunity areas?

VI. What do our clients need and want and how do we know these are accurate?

VII. Marketing Strategies:

 What should be our strategic focus for the next 1 to 5 years?

 What is the role and responsibilities of the senior staff and management in business development?

 How do we develop individual marketing plans/programs?

 How do we implement the plans?

 How do we confirm follow through?

 How can we improve Company X client information coordination/communication?

 What segments should we target given our resources and strengths?

 What client association membership should we invest in and who will be responsible to become involved?

 Do we have a need for a marketing coordinator and what do we expect of this individual?

 What is our brand proposition? Who are the competitors? What is their strength? Where are their weaknesses? What, if any latent, opportunities exist for our customers?

 How do we ensure that each employee understands all of the firm’s capabilities and is able to sell and that we offer and knows when an expressed client need matches with our capabilities?

 Do we know what our clients think of us and how do we manage client satisfaction monitoring?

 Are we effectively mining our existing client base and how can it be improved?

 Is there a value/use of the Internet for marketing and if so what do we need to do?

I. Staff motivation: What steps can we take to attract, retain and motivate? 

II. How do we improve and expand inter-office Company X staff utilization and sharing of resources? 

III. Is there a way to improve our efficiency? What processes are broke? 

IV. Do we have administrative paperwork overload, system problems, and if so how, do we make improvements? Job setup? Invoicing? Financial management reports? 

V. How should our operating department be organized (is there a need for departments)? 

VI. How should we set up management responsibility? 

VII. Are we structured right? 

VIII. How do we celebrate success? Reward accomplishments? What should we be doing? 

 

Developed by Larry Bienati to Educate the World.
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SAMPLE ONLY

REGION X

STRATEGIC PLAN 2000

Does this meet the criteria of a good strategic plan? What is right about it? What needs improvement?

I. INTRODUCTION

The Region X Vision (1996-2000)

Where do we want to be? To be recognized by our clients and employees as the leading geotechnical, materials and environmental consulting firm in Region X as measured by high quality, superior service and dependability.

Our Mission Statement

Why do we exist? To provide successful solutions for our clients’ geotechnical, materials and environmental needs.

Guiding Values For Our Office

Keeping us on course.

Listening We exist to meet our client’s needs

Ethics We strive to do the right thing, consistent with our clients expectations, the standards of care and personal integrity

Quality We strive to be correct, complete, on-time and on-budget

Initiative We display a compelling sense of urgency in all relationships

Ownership We believe that people tend to support what they themselves create

Truth We communicate in an open, honest and "no surprise" environment

Balance We measure our personal success by balancing work, personal, family and spiritual needs

Innovation We strive to be on the cutting edge of technology and scientific solutions
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II. PRIMARY OPERATING OBJECTIVE FOR FY 1996

To grow the office at a rate of approximately 15% of net revenue per year; to exceed our office operating profit of 22% and still have a little fun.

 III. STRENGTHS & WEAKNESS ANALYSIS (SWOT)

WHAT ARE THE STRENGTHS OF REGION X

 Leader in public works

 Leader in Q.B.S

 Strong technical skills

 Strong database for airport, public works, networking, MIS

 Resources within Company X country

 Continuity with corporate clients

 Good drilling capabilities

 Good project management

 Well respected within engineering community

 We are as good as the firms in the profession

 We have a strong network

 Good ethics--"we won’t sell our souls or spouses"

 Likable firm

 Good communication between departments

 "We have the best lab in town"

 Local firm; can act global

 Finances to acquire resources

 Respectable corporate leadership

 Company X is seen as one of the best firms in town

 ENR 100, #2, #3 geotech in the nation
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OPPORTUNITY/WEAKNESSES OF REGION X

 Might be perceived as "one trick pony" by the competition

 Perception of instability on the environmental front. Steer perception.

 Look at turnover issues

 The standard, published fee schedule

 In the past, a bit over-staffed: low multipliers

 Poor planning-but improving

 Project managers need training/confidence in marketing skills

 Lack of knowledge on what services, skills, people we have internally

 The "loyalty bond" needs work

 Where is the next "pet rock"? New market? Innovation?

 Technology/Internet

 Competition for people

 Get going on the Mentoring Program with technicians

 Motivation--not involved in decision making process

 We need to get organizational charts/annual reports of clients up front

 Variable rate fee schedules as needed

 Implement the Palmer Principles--"The Platinum Rules"

 Find our clients’ "hot" buttons

 More golf, more basketball, pig roast, "shmoozing," after work

 Develop personal relationships

 Technical competence supersedes everything we do
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IV. STRATEGIC BUILDING BLOCKS

How do we get there?

1. Achieving Excellence: We must strive to produce excellence. We have to stay ahead of the market and provide the high quality, superior service that our clients expect and deserve. Otherwise we will only be average. Each of us must know what and react to what is going on around us in the community, at work, in our profession.

2. Systemic Marketing: Plan your work, then work your plan. Marketing is a systemic process.

3. Develop/Refine our Project Manager Skills: Our project manager is the keystone of our operations. We must continue to develop/refine our project manager skills.

4. Successful Coordination Between Departments: For our office to survive, we have to coordinate/talk amongst ourselves so we can keep everyone utilized, our expenses low, our billing on cycle and the morale high. We work enough hours through the week so we might as well enjoy it too. We have to be able to take care of each other and our equipment.

5. Technological Innovation: To reach our goal of excellence, we must strive to keep on the edge of technology, yet not get cut.

6. Effective Leadership: Someone has to row the boat, someone has to steer the boat, someone has to fix the boat (and someone has to make a profit). We all have certain jobs to do. The goal is to work together so we can get to the next place in a straight line.
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V. ACTION PLANS

1. Achieving Excellence By Whom Date Due

 Create/maintain a sensible business plan

 Have a progressive recruitment strategy

 Track and share our financial information

2. Systematic Marketing Plan

 Create/maintain a good database of past, present and potential clients

 Consistently reach those in the database

 Invent new services to sell

 Provide valuable information to client

 Carefully select project opportunities

 Monitor and report on marketing effectiveness

 Adjust the process as needed

 Smart teaming

 Good research; getting published

 Know your client
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3. Developing/Refining Project Management Skills By Whom Date Due

 Mentor/Buddy System

 Company X University

 Love/Hate relationship with Accounting

 T3 (Technical Training Topics)

 Senior Consultant Reviews

4. Successful Coordination Between Departments By Whom Date Due

 Realistic utilization goals

 Cross-training

 Monthly luncheons

 Staff Meetings

5. Technological Innovation By Whom Date Due

 T3 (Technical Training Topics)

 ISO 9000/14000

 LAN/WAN System

 Certifications (ICBO, NICET, ACI, P.E., C.E.M., etc.)

 Publish papers

 Client training--brown bag

 SHRP--Asphalt Research

 CADD/Gint

 Develop innovation quotient

6. Effective Leadership By Whom Date Due

 Create work for others

 Put the team ahead of yourself

 Admit mistakes

 Be an optimist (or at least for those "half empty" glass folks)

 Leads by example

VI. MEASUREMENT & REVIEW

 Once a month at each meeting, go over the previous month’s financials

 Maintain utilization goals each week

 Use the purchase order system

 Get client feedback--project by project

 Perform temperature checks--quarterly

 Management by walking around (MBWA)

 Meet formally at end of each quarter to review/plan financial goals

 Meet once at mid-year to update Strategic Plan (same time as financials); then again right before the beginning of the next fiscal year

 Actually take the time to write and discuss each employee’s

