Strategic Planning FAQ  
1. What is the definition of strategic planning…for clubs?

Strategic planning is anticipatory decision-making where the board and general manager evaluate the changing forces on the club, envision its future and develop goals, strategies and actions to achieve that future.   Strategic planning takes a “big picture” view to assess and adjust the club's direction in response to a changing environment.  It focuses the staff’s energy to ensure that each person is working toward the same goals.  
2. How is this different than long range planning?
Long range planning views the future as predictable and current trends will continue.  Strategic planning views the future as unpredictable and expects surprises.  Long range planning is done periodically, while strategic planning is a continuous process, becoming strategic management and evaluation.  Long range planning is about understanding the business a club is in, while strategic planning seeks to understand what business the club should be in as the future brings change.  Both are necessary business exercises in order to allocate and deploy club resources to achieve goals.
3. How do I prepare my board for strategic planning?

Strategic planning is one of the six fundamental board functions!  Your board orientation most likely emphasized strategic planning as a key element in their contribution. Being strategic means being clear about the club’s objectives, being aware of the resources, and incorporating both while consciously being responsive to a dynamic environment.  Their responsibility involves intentionally setting goals (i.e., choosing a desired future) and developing an approach to achieving those goals.   
4. What are the strategic planning components?

The most common components involve developing or refining a mission statement, a vision statement and a statement of values.  Data collection leads to refinement of business assumptions, which contributes to informed decisions.  Strategic data include key successes and failures, internal operating strengths and weaknesses, external threats and market opportunities.  After deciding where the club is today, the vision and mission help to frame future goals and strategies.  Finally, an action plan identifies what is to be achieved in pursuit of each goal, what is expected from each action, who is accountable and when the action will be completed.
5. How does it all fit together to be beneficial?

Remember, strategic planning is a “big picture” process.  

Vision drives today's actions--and actions lead to fulfilling vision.  
· How do you fulfill Vision? - by achieving your Mission 

· How do you achieve your Mission? - by executing your Strategies 

· How do you execute your Strategies? - with Strategic Goals 

· Will the status quo get the job done? - it never does, hence the need for Goals 

· How do your strategic goals change the status quo? - by producing key Results 

· How will you produce key Results? - by taking Action in the here and now.  

6. What do I actually “get” from a strategic planning process?

Strategic planning is only useful if it supports strategic thinking and leads to strategic management.  It involves attention to the big picture and willingness to adapt to changing circumstances.  It’s about the development of a value-oriented strategy to achieve the mission.  It results in a club structure, which deploys resources to successfully carry out the overriding strategy and program tactics.  With the right goals and strategies, the management team can achieve a well-run club and a satisfied membership.

7. How often do I conduct this process?

Since strategic management is the ultimate purpose of this process, it’s important to follow up annually with a review of progress achieved, adjustment in business assumptions and adjustments of goals and strategies.  
8. When is the best time to conduct a strategic plan?

There is no best time, but it should be done at approximately the same period each year so that annual information used in the analysis is comparable to previous periods.  Schedule an annual data collection, analysis, review and planning retreat when participants are not distracted by holidays, seasonal travel or other predictable interferences.  
9. How long should this take?
Collection and assembly of performance data, opinions from key stakeholders, and benchmark information from area clubs can take two to four weeks.  If you conduct a member study, add another four weeks.  Add two more weeks to prepare for a strategic planning retreat that will take a day and a half.  Expect another two weeks for review and final edits to the strategic plan document.   Overall, the process can be accomplished in nine to twelve weeks. 
· Strategic planning is a management tool, period. As with any management tool, it is used for one purpose only: to help an organization do a better job - to focus its energy, to ensure that members of the organization are working toward the same goals, to assess and adjust the organization's direction in response to a changing environment. In short, strategic planning is a disciplined effort to produce fundamental decisions and actions that shape and guide what an organization is, what it does, and why it does it, with a focus on the future.

· The process is about planning because it involves intentionally setting goals (i.e., choosing a desired future) and developing an approach to achieving those goals.  Being strategic, means being clear about the organization's objectives, being aware of the organization's resources, and incorporating both into being consciously responsive to a dynamic environment.
· The process raises a sequence of questions that helps planners examine experience, test assumptions, gather and incorporate information about the present, and anticipate the environment in which the organization will be working in the future.
· The plan is ultimately no more, and no less, than a set of decisions about what to do, why to do it, and how to do it.  The strategy lies in making the tough decisions about what is most important to achieving organizational success.
· Strategic thinking means asking, "Are we doing the right thing?" Perhaps, more precisely, it means making that assessment using three key requirements about strategic thinking: 
· a definite purpose be in mind; 
· an understanding of the environment, particularly of the forces that affect or impede the fulfillment of that purpose; and 
· creativity in developing effective responses to those forces. 
· "Are we doing the right thing?" It entails attention to the "big picture" and the willingness to adapt to changing circumstances, and consists of the following three elements: 

· formulation of the organization's future mission in light of changing external factors such as regulation, competition, technology, and customers 

· development of a competitive strategy to achieve the mission 

· creation of an organizational structure which will deploy resources to successfully carry out its competitive strategy. 

· Strategic management is adaptive and keeps an organization relevant. In these dynamic times it is more likely to succeed than the traditional approach of "if it ain't broke, don't fix it."


1. Select a planning team of five to seven leaders

2. Deciding why we are in business

a. Purpose and driving force

b. Mission

c. Vision

3. How we do business

a. Values—the common beliefs about how to achieve goals

b. Climate--

c. Culture

4. Where we are now

a. SWOT-2

b. Constraints

c. Collaboration

5. How we get to where we want to be

a. Strategies

b. Goals

6. Actions to actually getting there

a. Activities

b. Resources needed

c. Expected outcomes

d. Parties held accountable

e. Time (dates) to complete

7. How we know we’ve arrived

a. Milestones

Strategic planning is only useful if it supports strategic thinking and leads to strategic management.  It involves attention to the big picture and willingness to adapt to changing circumstances.  It’s about the development of a value-oriented strategy to achieve the mission.  It’s about an organizational structure, which deploys resources to successfully carry out the strategy.

Why strategic planning?

Because tactics without vision doesn't work--merely working harder doesn't help.  Having lost sight of our objective we redoubled our efforts.

Because vision without tactics doesn't work—merely dreaming doesn't make it so.   Without vision the people fail.
 

· How do we fulfill Vision? - by achieving our Mission 

· How do we achieve our Mission? - by executing our Market Strategy 

· How do we execute our Market Strategy? - with Strategic Goals 

· Will the status quo get the job done? - it never does, hence the need for goals 

· How do our strategic goals change the status quo? - by producing results 

· How will we produce results? - by taking action in the here and now.  

"Actions lead to fulfilling vision.  Vision drives today's actions." 

Why are we taking action now?
Ask anyone in the organization why they are doing what they are doing and you should get one of two answers: 

· In 85% to 95% of the time we are dealing with day-to-day operations. We are dealing with the legacy of commitments to clients. 

· The remaining 5% to 15% of the time we are looking to produce key results - results, objectives, outcomes that will make the future different - hopefully a better one for the benefit of our clients. 

Why do you want to produce these key results?

Because the impact of accomplishing key results will literally change the status quo.  Strategic goals are strategic because they change the status quo.  

 

Why do you want to change the status quo?

Not change for change's sake but because without a change in the status quo we won't be able to execute our market strategy - the articulation of what markets we want to be serving in the future, the services future clients need, as well as the size, scale, geographic coverage, technology, and other elements of our clients’ future.

 

Why this market strategy?

Because that's how we choose to achieve our mission - the affirmation of: 

· What kind of organization we want to be within 3-5 years 

· What we want to achieve within 3-5 years 

· Who we want to be serving within 3-5 years 

· Why we do it. 

Why this mission?

Because that is how we are fulfilling our Vision over the next 3-5 years.

 
Why this vision?
Because all great organizations are grounded with vision: 

· Core ideology that identifies the small set of core values that are shared by all employees and the organization's core purpose that spans the decades. 


Strategic Planning Model
Many books and articles describe how best to do strategic planning, and many go to much greater lengths than this planning response sheet, but our purpose here is to present the fundamental steps that must be taken in the strategic planning process. Below is a brief description of the five steps in the process. These steps are a recommendation, but not the only recipe for creating a strategic plan; other sources may recommend entirely different steps or variations of these steps. However, the steps outlined below describe the basic work that needs to be done and the typical products of the process. Thoughtful and creative planners will add spice to the mix or elegance to the presentation in order to develop a strategic plan that best suits their organization!

Step One - Getting Ready

To get ready for strategic planning, an organization must first assess if it is ready. While a number of issues must be addressed in assessing readiness, the determination essentially comes down to whether an organization's leaders are truly committed to the effort, and whether they are able to devote the necessary attention to the "big picture". For example, if a funding crisis looms, the founder is about to depart, or the environment is turbulent, then it does not make sense to take time out for strategic planning effort at that time.

An organization that determines it is indeed ready to begin strategic planning must perform five tasks to pave the way for an organized process:

· identify specific issues or choices that the planning process should address 

· clarify roles (who does what in the process) 

· create a Planning Committee 

· develop an organizational profile 

· identify the information that must be collected to help make sound decisions. 


The product developed at the end of the Step One is a Workplan.

Step Two - Articulating Mission and Vision

A mission statement is like an introductory paragraph: it lets the reader know where the writer is going, and it also shows that the writer knows where he or she is going. Likewise, a mission statement must communicates the essence of an organization to the reader. An organization's ability to articulate its mission indicates its focus and purposefulness. A mission statement typically describes an organization in terms of its: 

· Purpose - why the organization exists, and what it seeks to accomplish

· Business - the main method or activity through which the organization tries it fulfill this purpose

· Values - the principles or beliefs that guide an organization's members as they pursue the organization's purpose


Whereas the mission statement summarizes the what, how, and why of an organization's work, a vision statement presents an image of what success will look like. For example, the mission statement of the Support Centers of America is as follows: 

The mission of the Support Centers of America is to increase the effectiveness of the nonprofit sector by providing management consulting, training and research. Our guiding principles are: promote client independence, expand cultural proficiency, collaborate with others, ensure our own competence, act as one organization.

We envision an ever increasing global movement to restore and revitalize the quality of life in local communities. The Support Centers of America will be a recognized contributor and leader in that movement.


With mission and vision statements in hand, an organization has taken an important step towards creating a shared, coherent idea of what it is strategically planning for.

At the end of Step Two, a draft mission statement and a draft vision statement is developed.

Step Three - Assessing the Situation

Once an organization has committed to why it exists and what it does, it must take a clear-eyed look at its current situation. Remember, that part of strategic planning, thinking, and management is an awareness of resources and an eye to the future environment, so that an organization can successfully respond to changes in the environment. Situation assessment, therefore, means obtaining current information about the organization's strengths, weaknesses, and performance - information that will highlight the critical issues that the organization faces and that its strategic plan must address. These could include a variety of primary concerns, such as funding issues, new program opportunities, changing regulations or changing needs in the client population, and so on. The point is to choose the most important issues to address. The Planning Committee should agree on no more than five to ten critical issues around which to organize the strategic plan.

The products of Step Three include: a data base of quality information that can be used to make decisions; and a list of critical issues which demand a response from the organization - the most important issues the organization needs to deal with.

Step Four - Developing Strategies, Goals, and Objectives

Once an organization's mission has been affirmed and its critical issues identified, it is time to figure out what to do about them: the broad approaches to be taken (strategies), and the general and specific results to be sought (the goals and objectives). Strategies, goals, and objectives may come from individual inspiration, group discussion, formal decision-making techniques, and so on - but the bottom line is that, in the end, the leadership agrees on how to address the critical issues.

This can take considerable time and flexibility: discussions at this stage frequently will require additional information or a reevaluation of conclusions reached during the situation assessment. It is even possible that new insights will emerge which change the thrust of the mission statement. It is important that planners are not afraid to go back to an earlier step in the process and take advantage of available information to create the best possible plan.

The product of Step Four is an outline of the organization's strategic directions - the general strategies, long-range goals, and specific objectives of its response to critical issues.

Step Five - Completing the Written Plan

The mission has been articulated, the critical issues identified, and the goals and strategies agreed upon. This step essentially involves putting all that down on paper. Usually one member of the Planning Committee, the executive director, or even a planning consultant will draft a final planning document and submit it for review to all key decision makers (usually the board and senior staff). This is also the time to consult with senior staff to determine whether the document can be translated into operating plans (the subsequent detailed action plans for accomplishing the goals proposed by the strategic plan) and to ensure that the plan answers key questions about priorities and directions in sufficient detail to serve as a guide. Revisions should not be dragged out for months, but action should be taken to answer any important questions that are raised at this step. It would certainly be a mistake to bury conflict at this step just to wrap up the process more quickly, because the conflict, if serious, will inevitably undermine the potency of the strategic directions chosen by the planning committee.

The product of Step Five is a strategic plan! 
1. Reaching Agreement about the Process—Prior to initiating the process, the GM and strategic planning committee must decide who will comprise the planning team and exactly what process we will use.  This proposal is the first step in reaching agreement about how the facilitator will manage the process.  

2. Clarifying Club Mandates—The planning team must first identify what formal mandates the Club faces (i.e. regulatory) and secondly what internally mandated accomplishments and impact the Club expects to achieve.

3. Clarifying Mission and Values—Starting with the identification of stakeholders, the planning team and appropriate committees decide what social and political needs the Club fulfills.

4. Analysis of the External Environment—The planning team will examine political, economic, social and technical forces and trends that shape the past, current and future environment in which the JGCC must work.

5. Analysis of the Internal Environment—This involves a look at the strengths and weaknesses, resources, present strategies and policies and their effect on Club members and the Club’s leadership ability to fulfill the mission.  

6. Defining Strategic Issues​​—This is probably the most important step in the process.  The planning team will identify strategic issues that hold the key to adapting the Club’s policies and programs to achieve the mission in the expected future environment.  

7. Formulating Strategies—The planning team will develop goals, policies and programs with resource allocation to address strategic issues, ultimately effectively and efficiently fulfilling the mission in measurable ways.  

8. Establishing an Organizational Vision—Using the intelligence from the first six steps, the planning team will articulate a vision for future success as it implements its strategies and achieves full potential.

9. Implementing the Plan—This final planning team step, commonly executed by the GM, converts the broad vision and strategies into a sequential set of action steps identifying what outcome is expected, people responsible and by what date the action step will be complete.

1. Reference Overall Singular Purpose ("Mission") or Desired Result from System
During planning, planners have in mind (consciously or unconsciously) some overall purpose or result that the plan is to achieve. For example, during strategic planning, it's critical to reference the mission, or overall purpose, of the organization.

2. Take Stock Outside and Inside the System
This "taking stock" is always done to some extent, whether consciously or unconsciously. For example, during strategic planning, it's important to conduct an environmental scan. This scan usually involves considering various driving forces, or major influences, that might effect the organization.

3. Analyze the Situation 
For example, during strategic planning, planners often conduct a "SWOT analysis". (SWOT is an acronym for considering the organization's strengths and weaknesses, and the opportunities and threats faced by the organization.) During this analysis, planners also can use a variety of assessments, or methods to "measure" the health of systems.

4. Establish Goals
Based on the analysis and alignment to the overall mission of the system, planners establish a set of goals that build on strengths to take advantage of opportunities, while building up weaknesses and warding off threats.

5. Establish Strategies to Reach Goals
The particular strategies (or methods to reach the goals) chosen depend on matters of affordability, practicality and efficiency.

6. Establish Objectives Along the Way to Achieving Goals
Objectives are selected to be timely and indicative of progress toward goals.

7. Associate Responsibilities and Time Lines With Each Objective
Responsibilities are assigned, including for implementation of the plan, and for achieving various goals and objectives. Ideally, deadlines are set for meeting each responsibility.

8. Write and Communicate a Plan Document
The above information is organized and written in a document which is distributed around the system.
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