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Strategic Planning

By Ron Woodbury

O IMPLErTAA

Your strategic plan is a powerful tool designed to communicate
the strategies and methodologies you've established to guide
your organization toward a desired future — a vision. There are
many components of a strategic plan, but there are a few
fundamental elements that will ensure your plan connects your
operation to your vision, leverages your strengths, and ensures
everyone understands their role in your organization’s success.
Follow these six simple steps, and your organization can create
a Clear and Concise™ strategic plan.

These steps include analyzing your strategic environment,
establishing a strong foundation (vision, mission, values),
building strategies (themes, metrics, goals), leveraging your
core competencies, aligning your operation to your vision, and
implementing your plan.

STRATEGIC ENVIRONMENT

Your organization operates in a dynamic environment
influenced by an array of political, geographic, technological,
cultural, demographic, and economic factors. You must fully
understand and leverage these external forces to thrive in
your market today and in the future.

Equally important are the internal forces that influence your
strategic planning. What internal processes can you leverage?
What makes you relevant? What are your strengths? What are
your customers saying about your organization? Are your
employees inspired to implement change?

Survey all of your stakeholders (staff, board, and other
planning retreat participants) to reveal your strengths and
opportunities, and help you become more effective in executing
your strategic plan. Involving everyone in your planning
process helps to build a shared vision. When you have a
shared vision, you have greater levels of commitment,
enthusiasm, and support for all of the elements of your

unique strategic plan.

FOUNDATION

At the heart of your strategic plan is the foundation, which
consists of your vision, mission statement, and core values.
Because these plan elements are so central to what you do,
they rarely change over time. The first element is your vision,
which defines your desired future and creates an image of what
you hope your organization will achieve and look like in the next
twenty to thirty years.

Your vision should be clear, concise, ambitious, and inspiring.
Let’s take a look at Feeding America’s clear and concise vision:

“A hunger-free America”

Imagine your entire strategic plan written in a single sentence.
When someone reads your vision, is it clear to them where your
organization is headed? Be sure you are reaching high and far
enough to assert profound change. If you think you can
accomplish your vision in a few years, it's probably not a vision.

The second element of the foundation is your mission
statement, which articulates what you do today. Like a vision,
mission statements are best expressed in a single sentence.
Now, let’s take look at Feeding America’s mission:

“To feed America’s hungry through a nationwide
network of member food banks and engage our
country in the fight to end hunger.”

Notice the difference? The vision has an end game
(hunger-free America) and the mission statement articulates an
action (feeding and engaging).

Desired
future.

Strategic

Foundation WhiLwedo

every day.
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The third element of the foundation is a set of core values to act
as guardrails on your road to success. Your core values speak
to who you are as an organization. They are the bedrock of your
brand and reputation. Compassion, integrity, excellence,
respect, innovation, honesty, and creativity are just a few
examples of core values.

Everyone in your organization should not only memorize your
vision, mission statement, and core values, but also practice
those elements every day.

STRATEGIES

There are three primary elements that make up your strategy:
strategic themes, metrics, and strategic goals. We will start by
identifying a set of strategic themes, or areas of focus, critical
to your organization’s success. These themes will act as a
beacon to ensure your key performance metrics, strategic goals,
and key work processes are relevant to your vision and mission.

An example set of themes might include fundraising, board and
staff development, marketing, quality, and legislative action.
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STRATEGIES (continued)

Strategic themes should get top priority in strategic planning
settings and in your daily operation. As you allocate time,
resources, and energy while developing a strategic goal or
important project, you should verify that these new activities will
have a positive influence on your strategic themes. If they do
not, you may have become little sidetracked. Think of your
themes as areas of focus and use them as a litmus test or filter
when you are setting goals and making other strategic decisions
for your organization.

Once you have your strategic themes in place, it's time to create
metrics. Are you moving closer to your vision? Is your strategic
plan cultivating real change? You answer these questions
through your key performance metrics (KPM). These top-level
metrics monitor your organization’s success. The measurable
outcomes for each of your strategic goals, as well as your key
work processes, must link to your KPMs to ensure you are
supporting your mission and moving toward your vision. Within
each of your KPMs, there may be additional sub-metrics.

An example of a KPM:

Increase fundraising dollars by 20% annually
* Increase membership contributions by 25%
* Increase online donations by 45%
* Increase special event donations by 10%

Try to create KPMs that cannot be a subset of any other
measurement category. This will help to ensure they are at the
highest, strategic level.

The third element of your strategy is a set of strategic goals.
When you establish your strategic goals, look for ways to
change your business. Don’t waste your planning resources on
goals and projects that are just good. There’s no room in your
strategic plan for the status quo. Develop a set of strategic goals
that will lead to great accomplishments and heightened levels of
performance. Don’t sell yourself short.

It is normal to have differing opinions of whether or not a goal is
strategic enough to create real change. An individual’s
background and time with the organization will influence their
perspective. A good rule of thumb is to start with the grandest
goal and pull back a bit if necessary.

Atfter you develop your strategic goals, assign a champion and
co-champion to each goal. Be sure the process owner is part of
the team. Set a hard start and end date, establish supporting
metrics that cascade back up to your KPMs, and determine the
reporting criteria. One of the best ways to communicate the
progress of your goals is by creating a visual dashboard.

A few more tips:

« Set between three to five strategic goals.

* Create a single category vs. long/short term.

* Allocate the necessary resources (time, money, people).
* Clear away non-value-added activities and distractions.
* Get feedback and ideas from staff.

* Use consistent reporting and tracking methods.

* Be prepared to change your strategies as necessary.

* Learn from your successes and shortcomings.

* Celebrate your progress.

CORE COMPETENCIES

Every successful organization has a secret sauce — something
that differentiates them from other organizations within the
same competitive market. What attributes make your
organization unique? These are your core competencies.

You are competing against other organizations for grants,
fundraising, and brand awareness. Think of core competencies
as barriers to entry. This concept may seem a bit esoteric in the
nonprofit world, but if you foster and leverage your core
competencies you will vastly improve your goal execution.

STRATEGIC ALIGNMENT

Strategic alignment is simply linking your operation to your
vision. The first step in building an effective strategic alignment
model is by creating a high-level summary of your key work
processes. Examples may include fundraising, financial
management, marketing, client services, and human resources.
The owner of each process is responsible for ensuring these
processes are managed and efficient.

The level of efficiency in your operation directly correlates to
your success in executing goals. We recommend you adopt
some method of business process management or continuous
process improvement to manage your processes. Organizations
that manage their key work processes are more successful.

The following strategic alignment model illustrates the
interaction between your processes and strategic goals, and it
also links your operation to your vision. Your KPMs are
supported by both strategic goals and key work processes. This
keeps the entire organization on the same page.

Vision

Mission /Values
Strategic Themes

Key Performance Metrics

Strategic Goals

Core Competencies
& Key Work Processes

IMPLEMENTATION

Now that your plan is complete, it's time for the roll-out.
Communicating your plan is as important as developing your
strategies. Involve everyone in the training, reporting, and
celebration of your success. Be sure the process owners are
involved in various goal committees. This keeps everyone
informed, and you are less likely to run into last minute
surprises. Share your plan with new employees and board
members, and you will ensure everyone understands your
strategy from the day they join your organization.
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