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Bring More Discipline to Your Strategic Planning Process

The strategic process is the first of the three critical ongoing processes required to run a business: the other two are operational process and organizational process in conjunction with governance and culture. In the first part of this note we present the key underpinnings of strategy: mission, vision, objectives, goals, and values in broader detail. Following that is a strategic planning methodology. 

Mission 

Simply put, a mission statement informs the organization of what it is called to accomplish. The best mission statements are concise, clear, and motivating. They leave no question as to the “higher good” or the “ultimate focus” of the organization. The most common mistake that organizations make when crafting mission statements is that they are too complex and convoluted and as a result they do not provide meaning for anyone. Keep them pointed, accurate and inspiring. A few mission statements that seem to meet these criteria:

Provide relief to victims of disasters and help people prevent, prepare for, and respond to emergencies. 

—American Red Cross 

Preserve and improve human life — Merck 
To explore new worlds, discover new civilizations; seek out new life forms, and to boldly go where no one has gone before — Starship Enterprise 
Serve the homeless – Stamford homeless shelter
Vision 

A good vision is an appealing picture of future success, showing what things will be like when the mission is accomplished. Some examples of visions that seem particularly clear and inspiring: 

The world’s premier engineering organization. Trained and ready to provide support anytime, anyplace. 

—U.S. Army Corps of Engineers  

Create a world renowned, yet personable, showcase of maverick films, filmmakers and the technology that enables creativity — Cinequest  
A world in which every child, everywhere, has equal access to life-saving vaccines —The Vaccine Fund 
The elimination of homelessness – Stamford homeless shelter (Got to love a vision that eliminates the need for the organization itself)
Values

Values are the beliefs and moral principles that guide choices and actions. They are important because they guide both individual’s and team’s behaviors and norms on a day-to-day basis. Value-driven teams do not believe that the end justifies the means and will not relinquish their values in pursuit of their missions and visions. 
Objectives

Objectives are the broadly defined, qualitative performance requirements of the business such as achieving market leadership or dominating a category. Objectives should be closely related to the company’s vision. Objectives define what success looks like. 

If the vision is “A world in which every child, everywhere, has equal access to life saving vaccines,” the objectives might be: (1) creation of vaccines, (2) manufacture of vaccines, (3) awareness of vaccines, (4) funding for vaccines, and (5) distribution of vaccines. 

Goals

Goals flow out of objectives. They are the metrics that will track progress against the objectives (profits, savings, top-line sales, etc.). Goals must to be SMART (Specific, Measurable, Attainable, Relevant, and Time-Bound). 

If the objective is the creation of vaccines, the goal could be to develop three market-ready vaccines by June 30. 

Making Choices Creates Strategy

At its core, strategy is about generating and selecting options to close the gaps between aspirational objectives and current reality. It is about the creation and allocation of resources to the right place, in the right way, at the right time, over time that bring to fruition your mission, vision, objectives, and goals while maintaining values. A simple way to drive strategic choices is by asking two questions: Where are we going to play? How are we going to win? Strategy boils down to selecting which options to pursue and which options not to pursue.

Once your team members have established the mission, vision, objectives, goals, and values they can then create a set of strategic options and then choose which ones to pursue.

Your task as the leader is to get alignment around the most effective set of strategic options that will get you from your current reality to your desired destination. In addition to the gap between where you are and where you want to be there will most likely be some barriers keeping that gap in place. Your strategy should guide the actions that your team takes to bridge that gap and eliminate those barriers. 

The Six-Step Strategic Planning Process

The following six-step process will allow you to create a complete and robust strategic plan. We are not suggesting that this is the only way to do this. But it is a good way. 
 1. Set an aspirational destination (derived from the mission and vision).

 2. Assess the facts of the current reality and develop potential future scenarios. 

 3. Identify options to bridge gaps between the current reality and the desired aspiration. 

 4. Evaluate options under different scenarios. Make choices. 

 5. Develop detailed plans that will deliver on selected strategies.

 6. Act, measure, adjust, and repeat. 

Set the Aspirational Destination

Strategic planning begins with the aspirational long-term destination, which should be derived directly from the mission and vision. It is important for this step to come before looking at the current reality. Starting with the current reality forces your team to build from the current existence, which results in a strategy that often falls short of an aspirational destination. Starting with the end in mind allows the team to build a clear and direct path toward the aspiration. 

Assess the Facts of the Current Reality and Develop Future Scenarios 

The next step is to analyze the current reality. This involves reviewing the 5Cs (Customers, Collaborators, Capabilities, Competitors, and Conditions) as well as performing a SWOT analysis (Strengths, Weaknesses, Opportunities, Threats). 

Developing scenarios is an exercise in trying to foresee potential changes in the environment (social, political, demographic, organizational, economic, market, etc.) that might impact your strategic choices. The changes are generally outside the control estimate probabilities of each scenario happening. This information can then be used later to help determine the expected results of different strategic options. 


Identify Options to Bridge Gaps between Reality and Aspiration 

Next, determine what strategic options might create additional value (or in some cases, minimize its destruction). Be creative so you can come up with a range of options that could potentially address the issues and move the organization forward. For ideas, look at your key leverage points for offensive options and at your key business issues for defensive options. 

This is a good time to get key stakeholder input. You are trying to generate ideas. So if your key stakeholders have good ideas, you want to know about them. Keep in mind that at this stage you are not looking for decisions yet, just input and options. 

Evaluate Options under Different Scenarios 

In this step you want to decide what strategic options create the most risk-adjusted value over time, under different scenarios. You want to evaluate options and scenarios leading to a range of forecasts based on transparent assumptions. At this point, the key stakeholders should become involved to understand and to help improve the components of the valuation assumptions. 

For example, assume three scenarios for the future of the industry: 

 1. Industry consolidation: Number of customers shrinking. 

 2. Industry stagnation: Number of customers constant. 

 3. Industry expansion: Number of customers increasing. 

To determine which of your strategic options has the highest expected value, you need to figure out what the payoff will be under each scenario and what the probabilities will be of each happening. 

Eventually you will want to get the key stakeholders involved to agree on which options to pursue. 

After a complete evaluation, you will want to decide on your core strategic choices that will clearly define where the organization will focus its efforts and how it will win versus its competition. Your goal should be to have three to five strategic choices that will deliver 75 percent of the goals. 

Develop Detailed Business Plans 

With your strategic choices in place, you’ll want to develop a detailed business plan that addresses the strategic, operational, and organizational actions that are needed to implement each selected option. For each strategic choice you will want to consider: critical business drivers, resource requirements and allocation, capability enhancements – both internally and across the eco-system, roles, responsibilities, standards, measures, accountability, rules of engagement, timetables, and performance tracking, assessment and management plans,

Act, Measure, Adjust, and Repeat

Once the detailed business plan is in play you’ll want to continually monitor its progress against your stated goals to endure what you thought would happen is happening in a timely manner. 

To ensure that the team members remain on target to get to their aspirational destination:

Get milestones in place immediately.

Track them and manage them as a team on a frequent and regular basis.

Adjust as necessary.

This whole process is about you and your team together. Your team must feel like it is part of the process but so too must your key stakeholders. 

Remember to include your stakeholders by: 

Obtaining their input to enhance scenarios and options. Be sure to engage with them and capture their ideas. 

Involving them to help understand and to improve valuation assumptions. Tap into their experience and context.

Gaining their agreement on which options to pursue. (This should naturally occur as a result of the expected valuation of different options under different scenarios.) 

Strategic Planning Summary

Strategic planning begins with the aspirational destination that is drawn from the vision and mission: 

Analyze the current reality by using the 5Cs approach. 

Complete a SWOT summary – driving towards key leverage points, business issues and competitive advantage.
Create strategy options to guide actions, overcome barriers, and bridge gaps. 

Get key stakeholder input into options and assumptions. 

Get key stakeholder agreement on which strategic options to pursue.

Develop a business plan that addresses the strategic, operational, and organizational actions that are needed to implement each selected option.[image: image2.png]
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