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Success Planning Solution

Overview 


Congratulations for choosing to plan, to determine your destiny, and to create the framework for your organization’s success.  It is a simple truth, “If you do not plan and set your direction and destiny, someone or something will surely set it for you!”  You have made a fantastic decision to use planning as a way to set your own direction – a direction aimed at prosperity and success.  It does not matter whether your organization is a not-for-profit or a for-profit business, it does not matter whether the organization is comprised of a few or thousands, and it does not matter if your organization is service or product focused.  It does matter however whether you plan your future while taking into account the current realities of your organization, so that your organization can achieve the dreams that you and your team have for greater success.  This system has been developed to enable strategic or operational planning.  Please read this entire document before starting your project.

You can let others, like competitors, plan for you – OR - You can plan your own future and direction!

It's not the plan that's important, it's the planning.
- Dr. Gramme Edwards
The Acclaro Success Planning Solution will help you structure and deliver a plan for your business or organization.  By providing a structured approach that allows maximum flexibility to tailor the planning process and ultimately create a plan for your organization, this system jump-starts your planning immediately without paying consultants for a ‘process’ that no one but the consultants understand.  You may still choose to use a consultant and/or outside person to facilitate your planning process but equipped with this module, you will understand the process and set the ground rules for the planning process.  No one knows or feels your organization’s current situation better than you and your team and with that fact clear, no one can be better at setting the direction for the future and at implementing the plan, rather strategic or operational, for your organization (no one but you and your team).

As for the future, your task is not to forsee it, but to enable it.
- Antoine de Saint Exupery, Poet and Pilot (1900-1944)
The Acclaro Success Planning Solution was developed in a collaborative effort by successful business owners, university professors, and experienced senior managers.  This package is geared and focused on your success where you and your team determine your future, your destiny for success.  It is easy to understand and easy to teach, and therefore enables your leadership to utilize existing expertise and knowledge of your organization to excel.  Now, lets summarize the contents of the Acclaro Success Planning Solution.

The Acclaro Success Planning Solution contains the following:

1. A digital (pdf format) manual that explains the process, how and what to do to facilitate planning and samples of key pieces of the planning process.  There are steps and decisions you make along the way and this manual informs you to make the best decision for your organization and situation.

2. A set of files that contain (all digital files in Microsoft® Office Suite software):

a. Key documents in digital file format to allow you to tailor the process to your organization;

b. A plan reporting system to track implementation and achievements; and

c. All digital presentation slides.

3. An integrated process to allow you to select basic and classical planning options.

The Acclaro Success Planning Solution manual and materials package will take you through the process of planning.  Each step will ask you to either, make a decision, access a file and perform tasks or review material.  When you come across a STEP # in bold, there will be an action or corresponding digital file for you to complete, revise or use.   At each step, it is recommended that you mark or write in the appropriate information in a worksheet.  The worksheet is named Sworks01.doc and is included in this system.  Print the Sworks01.doc worksheet out (multiple pages) and use it as you read through the system manual.  The manual is presented in three parts or stages to better understand the planning process:

1. PART 1:  Situation Analysis and Pre-Conference Planning

2. PART 2:  The Planning Conference and Action Planning and

3. PART 3:  Implementation of the Plan and Progress Reporting.

We wish you much success and prosperity.  As you and your team work through the planning process, remember to keep your goals and dreams in mind.  This proven planning process will enable you to reach your dreams with fewer barriers and with quicker results.   

You got to be careful if you don't know where you're going, because you might not get there.
- Yogi Berra, baseball catcher (1925-present)
PART 1

Situation Analysis and Pre-Conference Planning 
Overview


Planning is vital to the survival of the organization.  Creating a plan is an investment in improving the organization.  Improvement is realized through internal change and evolution.  Developing the organization to best meet the needs and demands of customers and others (stakeholders) that impact your organization is at the heart of planning.  Since the environment, technology, information, people, financing, governmental policies and laws, constantly change, the organization must change in order to survive, succeed, and prosper.  

A good plan is like a road map: it shows the final destination and usually the best way to get there.
- H. Stanely Judd
Planning is a journey.  The journey must have a destination.  The journey must be planned.  It is a planned journey forward in time.  In that light, planning includes both a process and an outcome.  If you are responsible for your organization’s planning efforts, it is recommended that you read through this entire manual before starting the planning process.


Target & Vision
Diagram A exemplifies an organization without a plan or focus.  In this organization, people are working in an uncoordinated fashion.  Much energy and effort are expended without the organization moving toward improvement.  

Diagram B is an example of an organization with a thoughtful plan and the commitment from its staff to create a better future by reaching its vision.  People are focused toward specific goals and objectives with the intent of creating a better organization.  With a planned focus, organizational goals are achieved, customer satisfaction is higher, and levels of staff motivation and morale are greater.  Motivation and achievement are regular aspects of a successful organization’s day-to-day activities.

Planning is a process.  The process involves moving an organization along a predetermined path based upon the organization’s values.  Similar to deciding what road to take, what stops to make and who will drive, the process involves deciding upon what goals are important to the organization and what objectives must be met to reach those goals.  Also, planning has an outcome.  The outcome is to pave the way for a better future state based on organizational values and the external environment.  Improving effectiveness, efficiency, customer satisfaction, employee satisfaction, financial performance, and many other possible improvements are a part of moving the organization to reach a better future state.  

The desired future state is the vision of the organization.  The vision is what the combined staff of the organization strives to achieve.  If you know where you are going, planning the trip and getting commitment from your staff becomes much easier.  Also, organizational resources (including your energy and time) can be devoted to reaching set goals and having a positive outcome (making the vision of your organization a reality).

In this light, the process is a journey that must be planned knowing that there are different ways, different stops, and different issues that arise along the way.  The vision is a destination.  The destination must be determined and the journey must be planned.  You are critical in determining the vision (outcome/destination) and the process (journey/goals and objectives) that will ensure that the organization reaches the intended vision.

Planning is a process of choosing among those many options. If we do not choose to plan, then we choose to have others plan for us.
- Richard I. Winwood
Planning Terms


Definitions from the world of planning will assist in creating a foundation for initial discussion.  It is critical that you understand these terms since you will encounter and use the terminology throughout this manual.

Planning:  a process that engages stakeholders to create a framework and template for success; planning can be strategic or operational or a combination of both.

Strategic Planning:  finding the best future for your organization and determining how the organization will evolve to realize that future; a stream of organizational decisions focused in a specific direction based on organizational values.  The focus is on external considerations and how best can the organization serve the external markets’ demands and needs.

Operational Planning:  finding the best methods, processes and systems to accomplish the mission/purpose of the organization in the most efficient and effective way possible.  The focus in on internal operations and considerations.
Purpose:  what the organization does every day to meet needs and demand of the external environment (customers and stakeholders); delivery of outputs to a community in some competitive way (effective, efficient, and available).

Values:  beliefs and attitudes that an organization holds that guides day-to-day behavior and actions (decision-making, etc…).

Mission:  why your organizational exists, what business it is in, who it serves and where it provides the products or services.

Stakeholders:  individuals, groups, and companies that interact with your organization; customers, staff, suppliers, the community, and others are stakeholders; stakeholders can directly and indirectly influence the success of your organization.

Vision:  the shared image of your future organization that places the organization in a better position to do its mission/fulfill its purpose; the dream of what the organization can become.

Goals:  translating the broad strategies of the vision into specific statements for organizational action; focusing the organizational resources to achieve the vision. Goals are broader than objectives.

Objectives:  aligning organizational resources to meet the goals; objectives can be measured, assigned to responsible agents, and have timelines for completion.

Strengths and Weaknesses:  an internal analysis/inventory of attributes and characteristics  that assist the organization in fulfilling its mission  (strengths) or misguide (inefficiency or ineffectiveness) organizational resources from fulfilling its mission (weaknesses).  Part of the SWOT Analysis.

Opportunities and Threats:  an external analysis of the environment that your organization exists within to include political, economic, demographic, social, technological, and stakeholders that offer competitive advantage or may positively impact (opportunities) or may negatively impede (threats) your organization’s ability to succeed in fulfilling its mission and reaching its vision. Part of the SWOT Analysis.

Assumptions:  something that is supposed to be true or is taken for granted; can be external (rooted in environmental conditions) or internal (rooted in organizational circumstances); a situation or state that exists now or in the future that guides thinking.

Constraints:  a current condition that may prevent strategies or goals from being pursued in striving to meet the organizational vision; existing rules, traditions, habits, policies, social norms, or laws that set parameters on what an organization or individual can do.

Have a plan. Follow the plan, and you'll be surprised how successful you can be. Most people don't have a plan. That's why it's is easy to beat most folks. – 

Paul "Bear" Bryant, football coach, University of Alabama's Crimson Tide.
Effective Decisions = Quality  x  Acceptance  x  Action

Steps in Planning


Planning starts with you.  Your commitment to organizational success is critical.  Your success as a leader and manager greatly depends on how successful your organization becomes; the planning process is a key tool in your ability to lead and manage effectively.  You can be a superb leader but if your focus differs from the organization’s mission, vision, and values, you will spend considerable energy on initiatives that actually hinder the organization.  There have been numerous studies on leadership and management.  Research studies often provide conflicting advice as to what leadership and management success means and on how to achieve success.  Where almost all studies find common ground is this:  an organization that determines its vision, communicates the vision well to all stakeholders, has a plan to achieve its vision, and the leadership/management direct mutual efforts to achieve the organization’s vision, both the organization and the leadership/management succeed.  This is also true for change management initiatives, process improvement projects, and system reengineering efforts.  

Make not little plans; they have no magic to stir men's blood and probably themselves will not be realized. Make big plans; aim high in hope and work, remembering that a noble, logical diagram once recorded will never die, but long after we are gone will a living thing, asserting itself with ever-growing insistency.
- Daniel H. Burnham, architect (1846-1912).

First, you must plan for planning; this may sound redundant but actual it is critically important.  The initial step is to evaluate your organization’s communication quality.  If the quality of communication is moderate to good (many organizations do not have quality communication), then you should feel reasonably assured that planning will be accepted by the organization as positive.  If communication needs improvement, taking steps to improve communications in your organization is critical.  The first step in the process is to determine what type of planning is required.  Should Strategic Planning or Operational Planning be the focus of the effort?  The following figure should help you decide what type of planning is needed.
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STEP 1
Please open the sworks01.doc file and print the form if you have not already printed out the Step-by-Step Worksheet.  Use this form to fill out the choices you have made for your planning project.  What type of planning effort should be utilized?  Strategic or Operational or a Combination of both should be determined.  If you are using a Combination approach, it is recommended that you determine the percentage of strategic verses operational emphasis.  For example, a Combination approach with 70% strategic focus will spend 70% of the time on external relationships and strategies that will enhance those relationships whereas 30% of the effort will be on the internal efficiency and effectiveness of improving systems, processes and the implementation of those new strategies.  As you move higher within the organizational structure and hierarchy, it is very appropriate to have a more strategic focus and likewise, as you move down the structure, a more operational focus.  Please select and circle the appropriate planning type on the Sworks01.doc form.  Important also, should you use a Basic or Classical approach?  Examples of each follow:

Basic Approach

· Easiest to utilize;

· Situation analysis survey/information gathering is based on very simple questions with a short survey that you administer or by focus group or at a conference session;

· Smaller numbers of stakeholders participate in the planning process;

· The planning conference presentation is shorter and more concise; and

· The Progress and Reporting System allows two levels of progress reporting (a unit and a report to higher level) and is located in a file in your computer rather than with an Internet / Web-based Progress and Reporting System. 

Classical Approach

· Slightly more complex to utilize;

· Situation analysis/information gathering is based on longer, more precise survey questionnaire that either you administer or utilize the Internet / Web-based survey tools and questionnaires that are industry specific or by more intense focus group or conference session interaction;

· Larger numbers of stakeholders participate in the planning process;

· The planning conference presentation can be short, concise or longer and more thorough; and 

· The Progress and Reporting System can be either located in a file in your computer or accessed and administered through an Internet /Web-based system (annual hosting fees apply); the Internet / Web-based Progress and Reporting System allows up to five (5) levels of progress and reporting to higher levels in the organization.

Please select and circle the appropriate style on the Sworks01.doc form.

STEP 2

How much time will be required to complete the planning effort in the organization?
The Master Time Template will approximate the time required for the planning process.  The computer file named S2A01.xls is provided; please find and open that file now.  You should fill out the questions on the far left side of the template to get an idea of how much time the process will take.  

To complete the Master Time Template for Step 2, please follow the directions below or the instruction in the S2A01.xls file.  The instructions for step 2 follow:  

1. There are five (5) questions and an input based on your decision from step 1. 

2. Once you answer the five questions and the input based on your decision from step 1, hit ‘Enter.’ 

3. Then use your mouse to click on the ‘Calculate’ button below the answers you provided.  

4. You will see the time commitment for each of the three parts of the planning process.  

5. Please print (it is ready for your printing) and then save the file under a new name in your hard drive on your computer.  

6. Please write down the time commitment on the Sworks01.doc form.

From there, you should backward plan the whole process considering your team’s time commitments, availability, and operational requirements.  Set a date the plan will be accomplished for final approval.  Take the maximum amount of time the process will take (from the Master Template) considering your time and your team’s time and see if it is a realistic expectation.  Then, you should assign planning coordinators (at least 1) given the constraints of time and normal workload.  The Master Template will give you a good estimate of the time required for a successful planning process.  The questions you must answer are provided next followed by a sample table estimating the time required to successfully complete this process given the sample input provided.  

 “Comprehensive and coordinated planning builds a sense of team and that team will breathe life into the plan and enable the vision of a better future”

Gerald R. Ledlow, Ph.D., MHA, FACHE

Social Scientist

Table 1.  Master Template Questions and Sample Answers.

	Question Number
	Question
	YOUR ANSWER
	Your Answer Should be a

	1
	How Many Employees Does Your Organization Have?
	50
	Number

	2
	How Many Leaders and Managers Would You Invite to the Planning Conference?
	12
	Number

	3
	How Many Locations Do You Operate From?
	2
	Number

	4
	How Many Different Products and/or Services Do You Offer (Distinct from each Other)?
	3
	Number

	5
	On a Scale from 1 to 10 (10 being most or highest), How Competitive is the Market You Must Operate In?
	5
	Number


Table 2.  Example of Time for Planning with a Range of Organization Sizes.

	Sample Organization
	Number of Employees
	Number at Planning Conference
	Number of Operation Locations
	Number of Products and/or Services
	Planning for  Planning Time Required 
	Total Planning Process Time to Complete
	Time Required for Backward Planning

	1
	10
	4
	1
	1
	.95 days
	3.79 days
	11.38 days

	2
	50
	12
	2
	3
	1.42 days
	5.35 days
	16.04 days

	3
	150
	20
	2
	5
	1.96 days
	7.13 days
	21.38 days

	4
	1000
	50
	3
	10
	3.82 days
	13.29 days
	39.88 days



Lastly, for step 2, create a sub directory on your computer hard drive to save planning project files into for your ease of use and mark this task off on the Sworks01.doc form.

Situation Analysis & Pre-Conference Planning

The planning coordinator(s) (a coordinator is someone internal in the organization or a paid consultant) should prepare the documents and presentations in the sequence provided in this manual but tailor the documents and presentations to fit your organization’s needs.  They should also find an off-site location for the planning conference that can accommodate the total number of people you want to participate (all senior leaders and managers, all or some middle managers, and others you feel critical to the process) and several breakout (small group) areas that are relatively private for small group work (groups of up to 8 but not less than 4 people in each group).  Preparing the pre-conference packet, gathering the data/input and other documents for the conference, and compiling the input from the pre-conference packets from all participants (and others you want to solicit input from) into a conference summary information packet are the next steps in the process.  The types of information you want to gather/acquire is step 3 and 4 in the process.

STEP 3

Gather the following items and prepare summary documents, just a few pages (3 – 5 pages) at most.  You will want to have information on the current and recent past (last 2-3 years) of the organization.  Gather the following information and prepare summary documents:
· Financial information (expenses, revenue, etc…) for each product or service and location of operation that includes revenues and expenses and profit/loss status;

· Marketing information (available and qualified market, niches, penetrated market numbers) and sales information (volume and locations) for each product or service and location;

· Competitor information (number and name, locations, estimated volume of business, etc…) against each product or service and by location.

This information, coupled with planning information, will assist in forming strategies or operational improvements for your organization (such as making the ‘pie’ bigger through diversification/adding new products and services or additional branding of your products or services, or how to re-slice the ‘pie’ to give your organization a bigger ‘slice’).  Please check off each item as you gather and prepare summary documents on the Sworks01.doc form.
With this system you will find the pre-conference materials.  This system gives you specific things to do before you facilitate or engage in the planning conference.  The information that you, your team and others provide will greatly assist in making the planning conference and process a success.  The intent of a planning conference is to gather the leadership and key members of the organization together for consensus building and process planning.  Most of the pre-conference input focuses on current organizational issues and the state of current operations.  Follow the instructions for step 4 and tailor the information in the documents to meet your needs.  You should make selections of what analyses you need to complete to prepare for the planning conference.  

What you ultimately want to create is a ‘level playing field’ of information about your organization for all planning conference participants by developing a ‘Pre-Planning Conference Information Summary’ document.  You will provide this document to all planning conference participants before the conference (at least a week before the conference).  All planning conference participants should bring this document with them to the conference.  What you will ask of the participants to complete well in advance of the conference (leaving time to compile the information and complete the pre-conference summary document) would include the following:

· Basic demographic information (age, gender, position, etc…)

· Strengths, weakness, opportunities, and threats of your organization (SWOT)

· Values important to your organization

· Assumptions of the environment that you work within

· Organizational climate information

· Top areas to improve, change, add, or remove in the organization

· Customer perception information

· Staff perception information.


It is important that you tailor the documents and presentation of those documents to meet the needs of your organization.  Deciding what to include for situation analysis is up to you.  

STEP 4
Prepare, administer, compile and summarize information from internal and external stakeholders.  The more strategic the planning process, the more external information is necessary.  First decide who should be included in the planning process:  A) what individuals should be solicited for information for planning purposes; and B) what individuals should be invited to the conference sessions.  You should determine what individuals will be asked to provide information for the situational analysis (keep in mind the operational versus strategic orientation) for your organization now to know what methods of information gathering will work best for you.  You should prepare a list of all individuals that you wish to have information from; this list should include a thorough cross section of each employee and stakeholder type and from each of the various sections, elements and constituencies of your organization.  It is critical to have a cross-section of individuals from which you seek information.  You should also prepare a list of individuals that will participate in the planning conference sessions.  This list should include all pertinent decision-makers and also comprise a cross section of all stakeholders.

Second, decide if you want to use a survey, focus group, or the planning conference itself to acquire this information.  A breakdown of each is provided below:

· Survey:  Use the surveys provided in this system to acquire information on the current situation of the organization.  The survey can be administered as a hardcopy (where you compile and summarize the results) or can be done electronically via email or email attachment.  The easiest method is to use the Internet and a web based survey to administer the survey to large groups of people.  You can develop the survey yourself, using one of the planning system’s surveys provided, and publish it on an Internet based platform such as www.surveymonkey.com or another platform.  You should conduct the survey at least six (6) weeks in advance, if at all possible, of your planning conference.  

· Focus Group:  Utilizing one of the prepared surveys that come with this system, conduct focus groups to acquire the needed information.  You will want to invite ten to twelve (10 – 12) people from various areas of the organization, external stakeholders, customers, etc… into the focus group.  The more strategic the planning project, the more external and customer views you want.  You may have to conduct several focus group sessions to achieve a through understanding of all the elements listed previously such as a SWOT analysis.  Once the focus groups are completed, compile and summarize the results.

· Planning Conference:  You may want to acquire this situational analysis information as a first step in the planning conference in session one.  You can use the prepared surveys of this system as a basis to begin.  Each participant, assigned to a small group of eight (8) to five (5) people can collaboratively work on answering the questions.  Have each group present their findings to the larger (all participants) audience.  From here, compile and summarize the results for later use and to prepared the necessary ‘Plan Report’ when the planning conferences are completed.

It is especially important to decide whether to use the organizational climate survey (by dimension; use all, parts or none) prior to the planning conferences.  It is up to you to compile the information and prepare the summary of all the information gathered by this process (an Internet survey will compile this data for you).  The prepared organizational climate survey is provided and can be administered in hardcopy, email as an attachment, or via the Internet.  

What method do you intend to use to acquire situation analysis information?

Do you intend to use surveys, focus groups, or the conference sessions to acquire this information?  How do you intend to administer the survey(s) if you select that option?

Please select the method for step 4 by marking the Sworks01.doc form as appropriate.


An industry specific list of potential surveys is provided for Basic and Classical approaches to planning.  The survey files can be found within this system as separate files.  In these surveys, a letter ‘q.’ denotes the start of a question.  You can replace the ‘q.’ with a number before use.  Please refer to the table below to select what files to review.

Table 3.  Survey Files by Approach and Industry by File Name.

                    

Industry

	Approach


	K – 12 Schools
	Universities and Colleges
	Health Organizations and Hospitals
	Churches
	For and Not-for Profit Businesses & All Others

	Basic


	S04B01.doc
	S04B01.doc
	S04B01.doc
	S04B01.doc
	S04B01.doc

	Classical


	S04K01.doc
	S04U01.doc
	S04H01.doc
	S04C01.doc
	S04A01.doc

	Organizational Climate Survey


	S04org01.doc
	S04org01.doc
	S04org01.doc
	S04org01.doc
	S04org01.doc

	Additional Assessments  contact New Visions Network**
	Leadership Team Assessment
	Leadership Team Assessment
	Leadership Team Assessment
	A.  Multiple Dimension Church Survey &

B.  Leadership Team Assessment
	Leadership Team Assessment


Please select the files you will use for situational analysis information gathering for step 4 by marking the Sworks01.doc form as appropriate.

After all input is gathered and compiled, the grouped summary of information will help in planning. This is step 5:  Prepare a summary document called the Pre-Planning Conference Summary.

STEP 5

Prepare the Pre-Planning Conference Summary document.  

· Please open and refer to the file named S05A01.doc to use as an example of the type of information that should be included in the document.  This file, an university business unit is used, is a sample and reduced to the basic elements for ease of review (narratives and parts of tables for illustration are shown; charts and graphs are not shown but should be created based on the informative tables produced from your organization’s information).  You decide what information should be presented.  It is recommended that tables, graphs/figures, and short narratives and bullet comments should be used in this document as much as possible.
· A template is provided in a file named S05B01.doc.  Once you have prepared the document, seek approval from the leadership of your organization for distribution (there may be editing or changes and that is normal) to all participants of your upcoming conference sessions and possibly other stakeholders of your organization.

· Once approved, distribute the Pre-Planning Conference Summary document to all upcoming conference session participants and other stakeholders you and organization leadership feel should receive this document.
Please mark the completed tasks off on the Sworks01.doc form for Step 5.

PART 2
The Planning Conference and Action Planning

The Planning Conference
The planning conference normally includes the leadership and senior management of the organization.  The composition of the conference participants was determined in Step 4 in Part 1; please review your list of conference session participants at this time.  From this group, what the organization must do is determined.  The ‘what’ is the mission, vision, goals, objectives and parameters of the planning process.  ‘How’ to reach the ‘what’ is determined by larger segments of the organization.  In summary, the leadership determines what to do and within what boundaries, and the staff determines how to do it with guidance from the leadership.  The staff is involved in some of the action planning but always is included in tactical planning and implementation of the plan.  This method fosters a greater sense of commitment from the total organization rather than simple compliance or outright disobedience.  Change is inherent to planning (organizations must change and evolve with the environment to survive) and staff members must feel that they are part of the decision-making process, especially for the decisions at their level and in their section.  This is critical in decisions that directly involve the staff.  The important point is reaching and surpassing the objectives and goals in the quest to realize the organization’s vision rather than tight leadership control and micro-management.  Gaining staff commitment always speeds the process along, increases morale, increases customer satisfaction, and focuses energy in the intended direction.  


During the planning conference, you will use a combination of the whole planning group (all participants) and small groups (assigned smaller work groups) to determine the following at the conference sessions:

· Mission, Vision and Values of the Organization

· Strengths, Weaknesses, Opportunities and Threats to the Organization

· Assumptions and Constraints for the Organization

· Goals to attain your Vision

· Objectives to each goal and

· A Communication Plan to let everyone know about the new goals and objectives.

After the conference, you will prepare an interim planning report and let the senior leadership review it, adding and modifying goals and objectives to align them with the organizational vision.  Then, the staff will work on the ‘how’ to achieve the goals and objectives by action planning each objective.  Once the action planning is completed, you can finalize the plan and prepare the reporting system so that you can track achievements and success at reaching your goals and ultimately, your organization’s vision.

Since planning is a process and has an outcome, the structure that works best to determine the vision (destination/outcome) and the process (path/journey) to reach the vision, follows a defined sequence.  The sequence is provided in the following section.

Always have a plan, and believe in it. Nothing happens by accident.
- Chuck Knox





Phase 1 will be primarily based upon your pre-conference work and input.  Phase 2 will be determined primarily at the conference and Phase 3 will be worked on at the conference and after the conference.  Since it is important to get the whole organization into the process, detailed work (the how) for each section/location of the organization, by completing action steps for each objective, must be done after the conference and reported back to higher levels.


Once your organization’s leadership determines what is to be done and the thresholds (when have we reached our vision or when has the environment changed [assumptions and constraints] to the point that our vision needs to be changed), the next step is to document what is to be done.  This is called an interim plan.  Each objective that impacts the sub-units of the organization is discussed at the functional/operation level of the organization.  The staff at this level puts a location specific plan, action steps, together for each objective.  The specific plan or action steps are reported to the top level of the organization, compiled and refined, and finally the plan is published with sign-offs from the top leadership.  The total plan is communicated to each member of the organization and during each orientation session for new employees/staff members.  With the big picture in mind, now let us move to planning the conference sessions in step 6.

If we could first know where we are, and whither we are tending, we could better judge what to do, and how to do it.
- Abraham Lincoln, 28th President of the United States
STEP 6:  Conference Session Preparation


You now have a list of conference session participants, the Pre-Planning Conference Summary Document (if done before the conference sessions) and can turn to the conference planning.  You will want to decide how long and what will be the breakdown of the conference sessions.  This step has several items to take action on:

· Determining the time and iterations of conference sessions and plan an agenda;

· Planning the logistics (where, when, what material, food, drinks, etc…) of the conference(s);

· Planning the small groups of people used in the conference(s);

· Preparing the conference small group workbooks; and

· Deciding on and revising the conference(s) presentation(s).
Determine the Time and Iterations of Conference Sessions


The planning conference(s) require flexibility.  Considering conference participants’ schedules, availability, availability of external stakeholders, meeting locations, travel (if off-site conferences are planned), logistics, cost and leadership guidance, you must determine what type of conference(s) you will utilize.  This system allows both a condensed and a full conference format.  The condensed format requires that all conference session(s) participants have reviewed the Pre-Planning Conference Summary Document before attending the conference session(s) and that 50 or fewer people are attending the conference sessions.  The guidelines for each approach are provided below:

Condensed Format (best accomplished with 50 people or less at conference sessions)

· Basic with situation analysis completed (Pre-Planning Conference Summary Document is completed prior to conference[s]) will take approximately 12 – 13 hours of conference session time;

· Basic without situation analysis completed will take approximately 14 – 16 hours of conference session time;

· Classical with situation analysis completed will take approximately 13 – 14 hours of conference session time; and 

· Classical without situational analysis completed will take approximately 15 – 17 hours of conference session time.

Full Format 

· Classical with situation analysis completed will take approximately 16 – 18 hours of conference session time; and 

· Classical without situational analysis completed will take approximately 20 – 22 hours of conference session time.

So based on the time guidelines for each approach, you can determine the number of sessions, times, and iterations of sessions you will need.  The condensed approach works well with three (3) to four (4) half day sessions spread over a few weeks and also works in a two (2) day combined session within the same week (this is especially well suited for off-site planning conference sessions).  The full approach works well when you can dedicate a full day at a time, either a few days in a row or spread across a couple of weeks.  An example of a condensed agenda can be found in the file named S06con01.doc and an example of a full agenda can be found in the file named S06ful01.doc.  Each example uses a different agenda type to give you examples of different agenda approaches.

Planning the Logistics of the Conference.

The planning conference will begin to create the plan for your organization and this process gets greater consensus and ‘buy-in’ from your team and staff.  The conference will be conducted with a series of large (all attendees) and small groups.  Planning for the logistics of the conference can take some time.   You need to find an available space for the number of participants that will also allow small group work during the conference.  A large room with small group tables throughout the room will work very well.  You also want to consider parking, temperature of location, rest facilities, digital projection capability, and food and drink availability.  The actual materials are few but remember to have enough materials based upon the size of your conference attendees.  You will need the following materials at the conference:

1. Large paper (tear off with back adhesive) with stand and markers (at least 3 colors) for each group and for the large group room (for you to use);

2. A set of clear and clean transparencies (give 5 to each group) with transparency markers (at least 3 colors) for each group;

3. An overhead projector (transparencies);

4. A laptop computer and digital projector for your presentation (or you can make transparencies and use the overhead projector);

5. Large group recorders (always have 2) to take minutes and write down all discussion points and points of consensus; if they can record the information on a laptop, that is even better since you will want this information digitally anyway;

6. Small group workbook (one for each group and one for you);

7. A pen or pencil for each participant (with a few extras);

8. Chairs for everyone and enough tables to seat each small group.

Planning the Small Groups

During the conference, participants/attendees will be placed in a small group.  The groups should be made up of a small group of five to eight people (three people if a small conference) where each small group member has a different personality type (if possible).  Create the groups before the conference (you can place the groups by name in the Pre-Conference Planning Summary Document if you like) considering diversity of personality, location, position, education, gender, and background to get the power of diverse thinking to assist your efforts.

If you would like to compose your small groups by personality type, you will want all attendees to take this Jungian survey (an Internet Myers-Briggs survey) and give you the results (results will be INTJ, ENTJ, etc…).  You will want to have as many different personality types in a group as possible being careful to evenly distribute the ‘I’ and ‘E’ (first letter of the personality type – Introvert and Extrovert) across the groups.  The personality type is simply used to create groups and no other meaning applies in your planning project.  However, diverse groups create better thoughts and solutions and will create a better plan for your organization.  Here is what you send to attendees of your planning conference:

“In order to create diverse groups for our planning conference, please take the Internet survey and send me the results.  You only need to send me your name and your four (4) letter personality type.  The directions are below:
On the Internet go to http://www.humanmetrics.com/cgi-win/JTypes2.asp
Click on Personality Tests 

Take the survey (takes about 15 minutes)

Print out the results

Your Result/Personality Type is _________________________.  Please do not forget to send me your results.  Thank you!”


Once you have the results, place attendees into small groups based on personality type, job type, education, stakeholder category, etc… to ensure a diverse group in each small group.  Also, you should separate high status or power position individuals among the small groups and do not put them all together in 1 or 2 groups.

Preparing the Conference Small Group Workbooks

Now is the time to prepare the small group workbooks for your conference.  Each small group will work out of this workbook.  Please read through the workbook carefully so you understand the flow and sequence of the conference session(s).  A sequence list of conference tasks and progression will be detailed later, but this will give you a good understanding of the conference session sequence.  You will want to print out enough workbooks for each group and one extra for yourself.  Putting a pleasant cover and having the workbooks bound (a plastic cover is advised as well) in a spiral binding is recommended.  Please open the file named S06SGW01.xls and review each task.  Use the tabs on the bottom of the screen to move between the ‘Group Contract,’ Task0 No Pre-Planning Summary,’ ‘Task0 with Pre-Planning Summary,’ ‘Task 1,’ ‘Task 2,’ ‘Task 3 & 4,’ and ‘Action Planning.’  If you completed a Pre-Planning Conference Summary Document, use the worksheet named ‘Task0 with Pre-Planning Summary,’ if you did not complete this document and selected to gather this information at the conference sessions, select ‘Task0 no Pre-Planning Summary’ as page 2 to the workbook.  DO NOT USE BOTH TASK0 pages, you must select one based upon prior choices.  To complete the small book workbook (you will need one for each small group and one for yourself):

· Print the number of worksheets needed for each workbook page;

· Print five to seven (5 – 7) of the Task 3 & 4 pages since each workbook will need multiple copies of this page;

· Prepare a cover for the workbooks and print out the number of copies needed; and 

· Spiral bind (recommended) and place a clear plastic cover over each of the workbooks (recommended).
Conference Presentation(s)

Preparing the conference presentation is an important task.  The presentation not only provides the audience with an overview of the planning project, steps involved, understanding of terms, structure and the like, but also provides a guide to the sequence of the conference session(s) by matching activities of the small groups (aligning with the workbook) and the large group.  There are two (2) presentations to choose from, the basic and classical presentations.  Regardless of your previous selection of a basic or classical planning approach, either presentation will meet specific needs:

· Basic Presentation – shorter more concise presentation (S06BP01.ppt file)

· Classical Presentation – more in-depth presentation (S06CP01.ppt file).

You should review the presentation you selected and make revisions to tailor the presentation to your organization.  You can make the presentation shorter or longer depending on your organization’s needs.  There are specific areas for you to insert your name, organization, etc….  Slides for both presentation types have speaker’s notes embedded in the files.  You will want to print the ‘Speaker’s Notes’ for your presentation at the session(s).

Please mark your selection for each item for Step 6 on the Sworks01.doc worksheet.

Values drive vision development, vision drives goal development and objectives enable goals to be achieved; Goals and objectives are measured to chart success and objectives have responsible agents at each level and location of the organization to ensure timely completion.

Conducting the Planning Conference

Now that the initial planning and information summaries are complete, it is time to turn to the actual planning conference.  The most valuable work in developing a plan will occur at the conference session(s) and the most important implementation plan will be created after the conference.  Let us review what has been done to this point:

1. A timetable based on backward planning to create a new plan;

2. Identification of planning participants;

3. A location for the conference (considering number of participants, large and small group work [groups of five to eight are best made up of different personality types] sessions, time and cost to get participants to the conference, and services available [catering, etc…] at the location;

4. Pre-planning conference summary document and information gathering has been completed, if done prior to the conference sessions, (marketing, financial, and competitors) and are compiled (to include pre-conference input from participants, staff, and customers);

5. A Pre-Planning Conference Summary Document and Information Packet has been created and distributed to all conference participants (If done prior to the conference sessions); and

6. Your team is ready to start the planning process and join you in your effort to reach greater success and prosperity for your organization.

At the conference, use the agenda provided earlier to sequence the events at the conference.  The first set of slides of either presentation orients the participants to the planning process and information from the organization.  Groups are formed and the tasks begin.  Each task starts with a large group overview and then participants break into small groups to perform the task, then present their work to the larger group where consensus is sought before moving to the next task.  All tasks move in this format except the last task, objective creation.  There is no need to discuss objectives since there will be several detailed objectives and action planning will be done on each objective.  Also, by not discussing objectives, this allows the senior leadership team to add or modify objectives without reducing commitment from conference participants.  After the conference, action planning, communicating the plan and reporting are done.

Step 7:  Conduct and Facilitate the Planning Conference Session(s).


Using the previously discussed agenda as a guide, the following gives you an outline of how to facilitate the conference:

1. PREVIOUS STEP:  Ensure you have a facility that allows for large (total number of participants) group meetings and enough small areas for small group work; consider issues such as location, travel time, refreshments, food, etc…;

2. PREVIOUS STEP:  Ensure every participant has a pre-planning conference summary document and  information packet before the start of the conference or conduct the situation analysis as the first small group task at the first conference session;

3. PREVIOUS STEP:  Tailor the presentation and small group workbooks to match your organization’s needs;

4. PREVIOUS STEP:  Prepare the small group workbooks (one for each group and one for you as a master for demonstration purposes) but include about seven to ten  (7 – 10) pages for task 3 and 4 (combined on one page);

5. Present an overview of the planning process (first set of slides); overview each section of the pre-planning conference summary document (SWOT, Constraints, Assumptions, Improvement Areas, Key Success areas, Problem Areas, Values, Marketing, Financial, Competitors, and Stakeholders information and update [keep a record of the changes] for the interim plan;

6. Form small groups (from your pre-arranged grouping) and give the groups time to name their group, sign the small group contract, name a recorder, and complete tasks 0 (if needed) and task 1;

7. Bring the small groups back together and let them present their images (transparencies) of the current operation and discuss their small group mission statement;

8. Hold a large group mission statement discussion and reach consensus (using the large paper with stand works good here) on the mission statement; have all the small group recorders write in the agreed upon large group mission statement;

9. Reconvene the small groups and have them complete task 2;

10. Bring the small groups back together and let them present their images (transparencies) of their vision for the organization and discuss their small group vision statement and key priority, improvement areas, and critical dimensions (from organizational climate survey);

11. Hold a large group vision statement discussion and reach consensus (using the large paper with stand works good here) on the vision statement; have all the small group recorders write in the agreed upon large group vision statement;

12. Create a master list, from the large group discussion, on key priority areas, critical dimensions, and areas of improvement;  From here, goals will be established;  Assign each priority area, critical dimension, and improvement area to a group (give one to each group and continue until all areas have been assigned; some groups may have 3 or 4 or more areas so allocate time accordingly);

13. Allow the small groups to reconvene to work on their assigned priority areas, critical dimensions, and improvement areas to develop goals for each area (1-2 goals per area); goals should be overarching statements for a particular area such as “Increase sales of product X by 10%;”

14. Bring the large group back together and have each small group discuss each of their goal statements going in order of the priority areas, critical dimensions, and improvement areas; allow the large group to refine each goal statement;  reach consensus of the whole group (or as close as possible) for each goal;

15. Reconvene the small groups and have them create one to two (1 – 2) objectives for each goal; an objective is a precise statement with a person responsible for the objective, is measurable (numbers, percentages, dollars are best), has a threshold for success and a time frame established for each objective;  This will take the longest time so allocate time accordingly;

16. Bring the large group back together;  there is no need to discuss all the objectives at this point; present what has taken place so far and how much work has been done to the group;  discuss the next steps such as the threshold plan and elect a threshold and environmental scanner from the large group (someone who will keep an eye and ear on the environment to evaluate if assumptions, constraints, and the environment has changed [and if so, report those changes] because the plan is based on those assumptions, constraints and the environment and the plan may need to be changed if the environment changes significantly); discuss and agree upon a communication plan to disseminate the plan to the appropriate staff and stakeholders;  Discuss the action planning necessary after the conference with the staff of the organization (each person responsible for an objective will action plan with appropriate staff and stakeholders to break the objective down to implementation tasks and report the action plan to the strategic planning coordinator);  Discuss the monthly reporting of achievement of the plan goals and objectives;

17. Thank and dismiss the group for a job well done.

Whatever failures I have known, whatever errors I have committed, whatever follies I have witnessed in private and public life have been the consequence of action without thought.
Bernard Baruch,  stock broker, advisor to presidents Woodrow Wilson & Harry S. Truman, (1870-1965)
Action Planning

You now have a considerable amount of information from the pre-planning conference summary document and the planning conference sessions.  The task at this point is to create an interim planning document.  

Step 8:  Create the Interim Plan and Begin Action Planning

You should, once you have a draft of the packet described below, give the draft to your senior leadership to make small changes, additions, etc… to the interim plan before you send it out to all participants.  Senior leadership must put start and stop times in for each objective before you send the interim plan out for review.  These start and stop times will also be input into the progress reporting system.  A sample interim plan is provided in the following file:  S08IP01.doc.  You will want to include the following in the interim planning document packet:

1. An overview of why your organization needs a plan;

2. An overview of the planning process and what occurred and when;

3. Include this statement after the overview:  “Lastly, this plan is a living document.  As goals are reached, as assumptions change, and as organizational priorities change, the planning document should reflect the changes but will still serve as a structured, focused, and vibrant expression of the organization’s desire to improve and better serve the needs of organizational stakeholders.  To be a living document your active participation, motivation to meet and exceed goals, and your candid observations and thoughts are required to assist the NAME OF ORGANIZATION reach the stated aspiration as expressed by the vision statement.”

4. Include the a summary of the following in the interim plan as well:

a. Values;

b. Assumptions;

c. Constraints;

d. SWOT Analysis (Strengths, Weaknesses, Opportunities, and Threats);

e. Stakeholders Information;

f. Marketing Information;

g. Financial Information;

h. Competitor Information;

5. Include the new Mission Statement and its implications (short bullet comment statements will do [about 2 – 5]);

6. Include the new Vision Statement and its implications (short bullet comment statements will do [about 2 – 5]);

7. List each goal in order and each objective (use a table just as in the small group workbook at the conference) that is linked to the goal;  You may find you can collapse some goals (and linked objectives) into each other at this point;

8. Include any parent organization goals and objectives in the interim planning document as well;

9. Include a discussion of action planning and that each objective has a responsible person that must action plan each objective they are responsible for with appropriate staff, stakeholders, etc… and give them a due date to have this accomplished; include three to five action planning sheets to each responsible objective owner and tell them to make as many copies as they need or you can have them give this to you digitally (digitally may be a big time saver for you since the action planning translates into the reporting system);  You will also want to give a due date for the action plans to be completed.  Focus on objectives that have a start date within ninety days.  Objectives with later start dates can be planned at a later time but a preliminary action plan would be advantageous at this time.  The action plans can be changed since the plan is a living document.  So the packet will include (give to each conference participant and every objective owner):

a. Interim Plan Document;

b. Action Planning instructions (each objective owned will plan, with a small team, steps to achieve the objective and return the action plan worksheet to the planning coordinator); &

c. Action Planning Worksheets;

10. Once your senior leadership has had a chance to make any modifications to the interim planning document, send the packet out to all conference participants and solicit their feedback and receive their action plans and any corrections, additions or deletions to the plan.

11. Mark appropriately the Sworks01.doc worksheet for step 8.

Where there is no vision, the people perish.
- The Bible, Proverbs (29:18)
The interim planning document is ninety percent of the work of creating a planning document, the other ten percent is including the action planning steps in the document, getting feedback from participants of the conference, and setting up the reporting system.    
The Final Planning Document 


Once all action plans are submitted by the objectives owners, it is time to complete the final planning document, using the interim document as a starting point.  Start with the interim planning document, revise as necessary based on feedback from senior leadership, conference participants and objective owners, and add the action planning steps to the interim planning document.  Now the final planning document is ready for review by senior leadership.  This leads us to part 3 and step 9, preparing the final plan, of the Acclaro Success Planning Solution.

Summary


Planning is a process with an outcome that uses a planning document as a catalyst/facilitator to focus resources toward organizational goals in order to realize the organization’s vision.  The process starts with you; the outcome depends on you.  Success of the planning process depends on the synergy of your total organization.  

PART 3

Implementation of the Plan and Progress Reporting

Preparing the Final Plan


Once you have received all the action plans and changes, it is time to create a final plan for publication.  Using the interim plan as a starting point, make the changes based upon the feedback from the organization’s senior leadership, conference participants and objective owners and include each action plan with each objective (especially action plans for objectives that will begin to be worked on within the next ninety [90] days).  Publish the plan after the senior leadership has had a chance to review and make final changes.  Everyone in the organization should have access to the plan (hardcopy or digital).  Now your attention should turn to your reporting responsibilities along with your threshold and environmental scanner, together you will prepare monthly reports.  

Step 9:  Prepare the Final Plan
Please mark on the Sworks01.doc worksheet the appropriate response for step 9.
Implementation of the Plan and Progress Reporting

To measure how the organization is doing to achieve its vision, a reporting system is developed using the major goals and a quantitative measurement system.  This plan indicator report is the current one-point-in-time analysis of how the organization is doing in reaching its vision through goal attainment.  A color-coded system works best.  To ensure that the report is timely and accurate, the planning coordinator is identified by the senior leadership at each organizational level and data/information flows up the organization and compiled at the top level.  This is one side of the report.  The other side lists the major assumptions and constraints and any change to the assumptions and constraints.  An environmental monitor is assigned to perform this function and this person routinely senses (and requires feedback) from the internal staff and leadership as well as from stakeholders and the external environment.

A good plan today is better that a perfect plan tomorrow.
- George S. Patton
Reporting Achievements and Progress

A plan is a living document and therefore, requires maintenance.  Maintenance in this sense is leadership attention by using a monthly reporting system.  Each action plan for each objective should be evaluated by task and rolled into a monthly objective report which, in turn, rolls into each goal.  However you want to do the reporting is up to you but it is important.  Step 10 assists you in creating the progress reporting system using one of two (2) methods:  1) an on-line progress reporting system that allows five (5) organizational levels of access and information flow up and down the organization or 2) a file that comes with this system, S10PRS01.xls, that allows you to input all goals, objectives and action plans yourself (this file allows one level of progress reporting and an ability to send a progress report to a higher organizational level).  In essence, reporting progress implements your plan since names of people in your organization are assigned objectives and action steps and thus, progress is monitored at each level of the organization.  Each action step owner updates progress, supervised by the objective owner, for each action step that is assigned to them.  

It is a great idea to have a six months review of the plan with all senior leaders and objective owners.  This enables everyone to evaluate progress toward reaching your vision.  It is also a great idea to reward those who are making progress toward objectives, goals and reaching the new vision.

Step 10:  Progress Reporting System
First, decide if the online progress reporting system or the file based (included in this system) meets your needs.  If the file based system is selected, please open S10PRS01.xls at this time and review the instruction on the opening navigation page.  You will input all goal, objective and action planning step statements into the appropriate worksheet of the file.

The Constitution only gives people the right to pursue happiness. You have to catch it yourself.
- Benjamin Franklin
When is it Time to Plan Again?


This is a reasonable question after you and your organization does all the work necessary for a great plan.  Basically and simply you need to plan again when one or more of these events happen (and of course, you can plan when you feel it is necessary):

· At a six months planning review the senior leadership decide that it is time to plan again;

· 80% or more of your objectives linked to goals have been achieved;

· New priorities have been established by your organization that will require significant resources (taking away from past priorities);

· Assumptions or constraints in the environment where you operate have changed significantly; or

· Achievement and progress toward existing goals and objectives have reached a standstill.

Using the same process again will create a new plan.  But, your existing plan will assist considerably in creating a new plan.  Each time your organization plans, it will become better and more efficient and effective at planning.  

The Living Strategic Plan


Included in this system is a sample of a plan.  It can be found in the file named S08IP01.doc.  Use it as a template of ideas as you develop your plan.  A kindergarten through 12 grade school is used for illustrative purposes (although this is not the complete plan, it is a sample that shows the key points of the document).  Remember that planning and the planning document is a living process and artifact.  

Success!

The Acclaro Success Planning Solution will assist you in leading a planning initiative in your organization.  We wish you much success in your project and for your organization.  Thank you for using this system.  For more information contact Dr. Ledlow at gledlow@georgiasouthern.edu.




Planning is about creating and following a path to success!
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