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About the TQL Office

The mission of the Total Quality Leadership (TQL) Office, Office of the Under
Secretary of the Navy, is fo assist the Department of the Navy (DON) leaders
in their quality-focused improvement efforts. The TQL Office also provides
technical advice to a number of organizations inside and outside government.

The TQL Office has responsibilities in six key areas:

InformaTion And The TQL Office educates the DON about TQLL policies and initiatives through

C OMMUNICATION the TQLeader and through articles, reports, and presentations at conferences
and meetings. It has developed a computer-based quality information net-
work to facilitate communication with DON organizations.

ASSESSMENT Systems are needed to assess and enhance TQL implementation in the DON.
The TQL Office designs and develops feedback mechanisms in support of
mission accomplishment. It also develops new approaches to improving
organizational effectiveness.

Consultant TQL Office members provide technical advice to the Under Secretary of the

SERVICES Navy and other senior DON leaders on the application of TQL principles and
methods within the DON and on strategic planning. Advice may also take the
form of recommendations on implementing new laws, such as the Government
Performance and Results Act, as well as on related initiatives.

Educartion The TQL Office is responsible for ensuring the technical accuracy of the DON

and TRAINING TQL curriculum. Having overseen the design and development of the courses,
the staff now advises on the integration of TQL material into training pipelines.
The TQL Office continues to publish handbooks and other publications on all
aspects of organizational change and to design new courses.

Nerworking The TQL Office has much to share with other organizations, both government
and Liaison and private, and much to learn from them. Staff members participate in
TQL-related networks and professional organizations.

New Technology can provide critical support to DON quality improvement efforts.
Technologies The job of the TQL Office is to assess new technologies related to organiza-

tional change and process improvement and translate them into applications
for the DON.



ForewoRrd

Strategic Management for Senior Leaders: A Handbook for Implementa-
tion has been developed as a companion volume to A Handbook for
Strategic Planning (Department of the Navy Total Quality Leadership
Office Publication No. 94-02). These handbooks were designed to assist
Department of the Navy (DON) executives, Commanding Officers, Total
Quality Leadership (TQL) coordinators, and strategic planning facilitators
in leading the strategic management process.

Using A Handbook for Strategic Planning, the senior leadership team can
complete most of the “planning” work by developing the organization’s
vision, mission, guiding principles, strategic goals, strategies, and objec-
tives. The next steps are to complete the planning work, publish, deploy,
implement, measure, and evaluate the plan. Strategic Management for
Senior Leaders: A Handbook for Implementation continues this process,
offering suggestions on these steps.

These suggestions derive from lessons learned during extensive work with
client organizations in developing, deploying, and implementing strategic
plans. This information has been supplemented by research that included
personal interviews with DON and other government leaders who have
led strategic management efforts within their organizations. Therefore,
this handbook should be considered a guideline to help leaders make
choices; it is not intended to be directive.

Each organization has its own distinctive culture and mission. However,
there are lessons learned and successful strategies that are common to
them all. This handbook brings together these strategies and lessons so
that senior leaders can apply them within their own organizations.

The ability to lead organizations into the future is a new skill for most
senior leaders. These are people who have a mission to perform and a
business to manage. Such responsibilities leave little time to think about
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the future, let alone put plans into action to reach that future. Yet, strate-
gic management requires dedication and commitment on the part of the
senior leaders to create the vision of the future. Then they must create the
mechanisms and commit the resources to achieve that future. This hand-
book will help them go beyond planning and use their strategic plans to
change the way they do business.

The principal research for Strategic Management for Senior Leaders: A
Handbook for Implementation was done by a Logicon Syscon Corpora-
tion team (under subcontract to K.W. Tunnell Co., Inc., contract number
GS-22F-0096B). | especially want to recognize the efforts of Ms. Kathy
Burks, whose strategic planning expertise contributed to the success of
this project. We hope readers find this handbook useful as they continue
to lead their organizations into the future.

NIV T
Linda M. Dokerty, Ph.

Director
Departvent of the Navy Total Quality Leadership Office
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How is this
handbook

organized?

How 10 use this Handbook

“There is NO GREAT TRAdiTiON OR heRiTAGE FOR sTrRATEGiC THinking
iNn mANy ORGANizATIONS; THE skill To seT And implemenT sTRATEGY is
SOMETIMES MissiNG; ANd THERE ARE bARRiERS TO STRATEGY . . ..

All this makes strategic thinking And action A Tough challenge . . ..
The first step requires finding The morivation 10 begin.”

(Tregoe, Zimmerman, Swith, and Tobia, 1989)

Strategic management is not a clean, step by step process. It is not linear,
but a “messy,” iterative process that requires hard work and dedication
from most people in the organization to move it toward the future. It
represents a new focus for the organization; a focus on a compelling
vision of the future. This handbook is designed to help organizational
leaders take steps to begin a strategic management process.

This handbook has been organized in three main sections. Section |
provides guidance on the processes which comprise strategic manage-
ment. These are: pre-planning, strategic planning, deployment, imple-
mentation, and measurement and evaluation. A model is presented in An
Introduction to Strategic Management and this model is repeated in each
chapter, highlighting the process being addressed.

The Keys to Success and Facts of Failure provide an overview of each
chapter. These Keys are determinants of successful strategic management
and while they apply to the entire system of strategic management, they
are best addressed in the chapter in which they are presented. Questions
following the Keys are those frequently asked of strategic planners. Their
answers are intended to help the reader understand who, what, when,
why, and how to be successful. The first Key in every chapter is “Assign
roles and responsibilities,” because roles and responsibilities change as
the organization moves through the various phases of strategic manage-

ment.
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How should
this handbook
be used?

exiie

Facts of Failure are not addressed directly in the handbook because they
are simply the Keys to Success stated conversely. Failure to adequately
consider and act upon the Keys generally in the process in which they
are presented can diminish successful implementation of the strategic
direction.

Both the Keys to Success and the Facts of Failure have been gleaned from
the management research literature combined with and validated by the
experiences of the participating organizations and of the author. Words
of Advice and Caution are inferspersed to highlight main points. The
decisions made at these junctures can lead to success or failure.

Section Il presents case studies from four of the organizations interviewed
as part of the research effort for development of this handbook. The case
studies follow the key processes of strategic management. Each one
contains a summation of the organization’s vision, mission, and guiding
principles, and an overview of its strategic management process. The
case studies illustrate four different approaches to strategic management
and how these organizations handled the various phases of their strate-
gic management effort.

Section Il contains a glossary of terms used in this handbook, a bibliog-
raphy of the books, articles, reports, and papers reviewed to provide
background for the handbook, and a short biography about the author.

As you begin your strategic planning process, use this handbook as a
source guide to become familiar with the overall concept of strategic
management. Then, as each aspect of strategic management is intro-
duced into the organization, refer back to the relevant chapters in Sec-
tion | for additional guidance . This handbook was designed as a com-
panion to A Handbook for Strategic Planning; it “picks up” where the
previous handbook “left off.” Therefore, you may want to familiarize
themselves with this earlier handbook. However, a brief overview of the
DON strategic planning process is provided in the first chapter of Section
|, An Introduction to Strategic Management.
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SecTion |

Guidance
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“*Whart we think, know, or believe in is, in The end,
of little conseQueNce.
The only conseQueENCE . . . is wHAT we do.”

(Haines, 199%)

“Strategic management” as a term and concept is not new. The term was
first used in the 1970’s, and it meant that a staff of strategic planners
more or less thought up “strategic programs” and then tried to sell them
to decision makers. In the 1990’s, the view of strategic planning and
strategic management is much different. Goodstein, Nolan, and Pfeiffer’s
definition of strategic planning takes us away from the notion that strate-
gic planning is a staff job and focuses us more on a process that requires
the senior leaders of an organization to set its strategic direction.

“... The process by which The quiding members of AN organization
envision its future And develop The NecessAry procedures
ANd operaTions 10 Achieve That future.”

(Goodstein, Nolan, and Pfeiffer, 1992)

The concept of strategic management builds on this definition of strategic
planning, recognizing that although “planning” is the prelude of strategic
management, it is insufficient if not followed by the deployment and
implementation of the plan and the evaluation of the plan in action.



Strategic management is a systems approach to identifying and making
the necessary changes and measuring the organization’s performance as
it moves toward its vision. It has been defined as a

W

. . . MANAGEMENT . . . sysTem . . . THAT links strateGic planning And decision
making with The day-1o-day business of operational manaGemENT.”

(Gluck, Kaufwan, and Walleck, 1982)

The following model depicts the five processes of strategic management
which are pre-planning, strategic planning, deployment, implementation,

and measurement and evaluation.

The Strategic Management Model

Pre-Planning Strategic Planning

|
Pre-Planning Organizational\ |y
Activities Assessment

Guiding
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What is the
role of the
senior
leadership
team?@

What are the
benefits of
strategic
management?

Strategic management goes beyond the development of a strategic plan,
which included the pre-planning and strategic planning processes.
Strategic management is the deployment and implementation of the
strategic plan and measurement and evaluation of the results. Deploy-
ment involves completing the plan and communicating it to all employ-
ees. Implementation involves resourcing the plan, putting it into action,
and managing those actions. Measurement and evaluation consists not
only of tracking implementation actions, but, more importantly, assessing
how the organization is changing as a result of those actions and using
that information to update the plan.

It is the responsibility of senior leadership to strategically manage the
organization. Strategic management is a continuous process rather than
a one-time event. Therefore, the senior leaders must become strategic
thinkers and leaders of the organization and its culture, changing it as
necessary.

To be the most successful, leaders need to be facilitators, coaches, con-
sultants, and consensus-builders. Transformational leadership is described
by Bernard Bass as, “superior leadership performance that occurs when
leaders broaden and elevate the interests of their employees, when they
generate awareness and acceptance of the purposes and mission of the
group, and when they stir their employees to look beyond their own self-
interest for the good of the group.” Acquiring transformational leader-
ship traits requires hard work and dedication, willingness to take some
risks, and internalizing the organization’s vision and guiding principles.

When an organization is practicing strategic management, thinking
becomes more visionary, which is characterized by:

v Breakthrough thinking about the future; organizational boundaries
are more flexible
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What is the first
step toward
strategic
management?

How do we
develop a
strategic plan?

v A shift in focus from the inputs that are used to run the business to
the outputs and outcomes the organization desires to achieve

v A focus on optimizing organizational performance and process
quality as keys to delivering quality products and services

v A move toward an organizational culture that adapts easily to
change

With practice, patience, dedication, and hard work, the organizational
learning that takes place through the application of strategic manage-
ment will bring the organization closer to realizing its goals and vision.
With each update of the strategic plan, senior leaders will become better
able to deploy the plan, implement changes, and measure organizational

performance.

The first step toward strategic management is to develop a strategic plan
for the organization.

A Handbook for Strategic Planning provides guidance on how to conduct
the pre-planning activities to prepare for strategic planning. It outlines a
process whereby the senior leaders of an organization can envision its
future and begin to develop the necessary procedures and operations
to achieve that future through goals, strategies, and objectives.

The pre-planning activities are typically conducted by strategic planning
facilitators, assisted by an organization’s TQL coordinator. After the
completion of the pre-planning activities, the senior leadership team can
begin the strategic planning process. This typically occurs at an initial
strategic planning workshop. During the workshop, the senior leadership
team, in facilitated sessions, establishes the foundation for its organiza-
tional improvement efforts by:
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How long will
it take us to
complete the
planning
process¢

v Creating a vision of the organization’s future

v Developing a set of guiding principles (behavioral norms neces-
sary fo achieve that vision)

v Clarifying the mission, or core purpose, of the organization
v Developing strategic goals (what must change to achieve the
vision)

In the process of developing the goals, the team may also begin to de-
velop some of the strategies and objectives for achieving the goals.

At the end of the workshop, the team identifies the steps needed to com-
plete its planning and prepare for deployment and implementation.

It takes about one month to complete the pre-planning activities. The
strategic planning facilitator will typically need about 20 days of effort,
the TQL coordinator about 4 days of effort, the senior leader about 4
days of effort, and the other members of the senior leadership team
about 2 days of effort to engage in these pre-planning activities.

The initial strategic planning workshop requires an investment of 3 days
by the senior leadership team, the strategic planning facilitator, and the
TQL coordinator.

The length of time required to complete, deploy, and implement a strate-
gic plan differs by organization because of each one’s unique circum-
stances and culture.  Some of the factors are the:

v Degree of commitment to the effort by the senior leaders, strategic
planning facilitators, and TQL coordinator

v Level of Total Quadlity (TQ) knowledge among the senior leader-
ship team

v Level of employee involvement in plan completion
v Deployment methodology

v Organization’s readiness for change
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It usually takes about 6 months for an organization to complete its first
strategic plan and be ready to publish it. During this period, the organi-
zation can expect the senior leadership team and TQL coordinator, with
some support effort, to spend at least 20 days completing the plan and
preparing to deploy it.

The process to this point is fairly structured and facilitated. However,
after the initial strategic planning workshop, the process is much more
flexible and is dependent on the choices made by the senior leadership

team.

Caution: Do not begin strategic planning unless the senior
leadership team is committed to carrying through to deploy-
ment and implementation. If there is no follow-through,
confusion arises at the operational level. This result could

lead to cynicism about any improvement efforts.
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Phase | Deploymen:
Complering The
Strategic Plan

A4
Deployment
<Phasell ™~ /Phase\ ™~

C

ommunicate | Completethe )
\ P\an,

Implementation

_the Plan

“A comprehensive, long-Term, horizontally- and vertically-linked strateGy
needs 10 be developed. [Ir] will Have 1o cover The entire orGanization with
All its systems And procedures . . .. Long-TErm improvements will Not be
accomplished withour permanent changes in THe Level of employee
involvement; without changes in The points of authority, responsibility, and
decision-making; withour changes in management philosophies, styles, and
relations; and without changes in climate and culture.”

(Merz, 1984)

Deployment has two phases. In Phase |, the plan is completed and pub-
lished; in Phase II, it is formally communicated. Following are actions that
are key to successfully completing Phase | and actions that guarantee

failure.
% Keys 10 Success Facrs of Failure
Assign roles and responsibilities No accountability for deployment
Establish priorities Too many goals, strategies, or
objectives—no apparent priority
Involve mid-level management Plan in a vacuum—functional focus

as active participants

Think it through—decide how No overall strategy to implement
fo manage implementation

Charge mid-level management Make no attempt to link with
with aligning lower-level plans day-to-day operations

Make careful choices about Not being thorough—glossing
the contents of the p|an and over the details

form it will take
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Who does what
to complete the
strategic plan?

Senior
Leadership
Team

Goal Groups

Mid-Level
MANAGERS

Budger
Officer

TOL
CooRdiNATOR

10

Assign rRoles and rResponsibiliries

The following are suggested roles and responsibilities:

v Reaches consensus on final strategic plan
v Strategizes deployment and implementation methods

v Chooses what gets published

v Complete development of strategies and objectives
v Share draft plan with mid-level managers

v Accept and incorporate appropriate feedback from mid-level

managers

v Brief senior leadership team on changes

v Share draft plan with employees

v Provide feedback to senior leadership team during facilitated
feedback sessions

v Plans ways to incorporate strategic plan resource requirements
info the budgeting process

v Assists the goal groups in their independent work by facilitating
their strategy and objective development meetings

v Assists the senior leadership team by being the central point of
contact for the strategic planning effort

v Handles the logistics associated with senior leadership team

meetings
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Whose job

is it to
complete

the planning?

What is
consensus
and why is
it necessary?

Where can
the senior
leadership
team get
help?

The organization’s senior leadership team is responsible for completing,
deploying, and developing the implementation mechanisms for the strate-
gic plan. They are responsible for involving employees in these steps and
for committing the time and resources necessary to achieve success. As
they outline roles and responsibilities for others, they must clearly articu-
late the decision making process that will be used.

Advice:  To the extent possible, consensus should be
reached. However, sometimes consensus cannot be
reached. That is the time for leadership to make the deci-
sion.

Consensus is a decision by a group that is acceptable to them, but is not
unanimous nor arrived at by a vote. All members support the decision,
even without universal agreement. Consensus is necessary to promote
acceptance and ownership of the decision and for people to be willing to
work foward common aims.

The TQL coordinator can assist the senior leadership team with the next
phases of the strategic planning process. The strategic planning facilita-
tor, who conducted the initial strategic planning workshop, may also be
available to help.

Caution:  During deployment, it is important for the senior
leaders to continue to focus on the good of the whole orga-

nization, rather than just on their own functional areas.

Advice:  Maintain open and candid communication with
each other so that real issues are surfaced and dealt with
constructively.

Since assisting the senior leaders in developing a strategic plan is prob-
ably a new undertaking for the TQL coordinator, the senior leaders
should ensure that this individual has attended the DON's Team Skills
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How is the
strategic plan
completed?

What are
goal groups?

How are the
goal groups
formed?

o] 2e

and Concepts, Fundamentals of Total Quality Leadership, and Methods
for Managing Quality courses.

By forming goal groups.

Goal groups are cross-functional teams established to work on the devel-
opment and implementation of the goals and their associated strategies
and objectives. They are cross-functional because each strategic goal
touches on many aspects of the organization. Goal groups are sub-
groups of the senior leadership team. As we move into implementation,
these goal groups may link with existing teams such as Quality Manage-
ment Boards (QMBs) and Integrated Product/Process Teams (IPPTs), etc.

Advice:  Choose the membership of each goal group with
great care since these groups need to remain intact to
manage implementation efforts. Remember, the organiza-
tion should be focused on meeting its mission and the new
goals. This may involve working on processes currently in
place or working on implementing new processes which
may require rechartering existing teams fo give them new

direction in accordance with the strategic plan.

The goals developed at the initial offsite should be cross-functional.
Therefore, cross-functional teams are needed to work on developing the
strategies and obijectives for accomplishing the goals.  If subgroups of
the planning team were formed to work on the goals at the workshop,
then those goal groups may continue their work as intact teams.  If goal
groups were not formed at the workshop, they should be established at
this time.
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What will
they do?

Can a goal
group obtain
assistance

from other
members of the
organization
during the
development of
the strategies
and objectives?

Goal groups help the senior leadership team develop the strategies and
objectives needed to accomplish the strategic goals. Their job is to de-
velop ideas and alternatives about how the strategic goals can be
achieved and to brief those recommendations to the senior leadership
team. At this point, they are neither solving problems nor implementing
the strategies.

Advice: Remember the definitions:

Strategic goals define the changes required to move the
organization toward its vision. They are long-range change
targets that guide an organization’s efforts in moving toward
a desired future state. Achieving the strategic goals requires
a substantial commitment of resources and the successful
completion of supporting plans.

A strategy explains how the goal will be attained.

An objective is a specific, measurable, short- to mid-term
action necessary to make a strategy work. An objective

describes who will do what by when.

Yes. A goal group may need the assistance of others when the senior
leadership team is small in size or the members need to obtain the assis-
tance of subject-matter experts and process owners to further develop the
strategies and objectives. For example, if a strategy is being written to
revamp the rewards and recognition system, a personnel specialist might
be a subject-matter expert.

Advice: If goo| groups enlist the he|p of others to comp|e’re
the planning, they should make it clear that the plan is still in
draft form until consensus is reached by the entire senior
leadership team.
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How do goal
groups develop
strategies and
objectives

after the initial
workshop?

How do

goal groups
get their output
back to the
senior
leadership
team?

Should
cross-briefings
be done at
regular staff
meetings?
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The goal groups can meet independently. When that work is done, the
senior leadership team reconvenes so the goal groups can brief them on
the strategies and objectives they have developed, incorporate feedback,
and present their work for consensus.

The term “cross-briefing” is used to describe the process whereby the
goal groups report to the senior leadership team on the progress they’re
making on developing the strategic goals, strategies, and objectives. In
the cross-briefing process, the goal group leader presents the goal
group’s work and then fields questions and comments from the senior
leadership team. The recorder takes notes on the senior leadership
team’s comments for use by the goal group to improve what it has devel-
oped. The cross-briefing process is used as a way to build consensus
among the senior leadership team members on the strategies and obijec-
tives developed by the goal groups. Therefore, those giving the cross-
briefings need to guard against responding defensively to the feedback
received from the senior leadership team.

No. This is future-focused thinking that is best accomplished by having
the senior leadership team get away from the office and dedicate one to
two days to completing this phase of its strategic planning work. By
looking at all the goals, strategies, and objectives together,
suboptimization of any one goal can be avoided.

Advice:

location, the team should impose and strictly adhere to the

If the planning team cannot go to an offsite

“100-mile rule,” whereby team members think of themselves
as 100 miles away from their respective offices, staffs,
phones, and day-to-day issues. This helps everyone stay
focused on the task of planning for the future rather than

doing today’s business.
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Should
cross-briefings
be facilitated?

How can

the senior
leadership
team
determine
whether the
strategies and
objectives will
meet the goal?

Yes. Cross-briefings should be run by a strategic planning facilitator. It
is during this process of reaching consensus on the strategies and objec-
tives that unresolved issues and hidden agendas may surface. Develop-
ment of the strategic goals was a rather “lofty” undertaking; development
of the strategies and objectives brings the strategic plan into reality. Al
of those involved are now presented with a clear picture of the changes
required of the organization. When these elements of the plan take
shape, the impact of the plan on current organizational systems, pro-
cesses, functions, rules and regulations, and the power structure becomes
evident. A strategic planning facilitator can keep the senior leadership
team focused, help raise hidden issues, assist in not retreating on the
strategic plan, facilitate resolution of those issues, and assist the group in
making quality decisions.

Advice:  As the amount and difficulty of the work associ-
ated with the plan becomes evident, some may want to
rethink the goals. Resist the temptation. Deal with the issues
in strategies and objectives.

Sometimes the strategies and objectives needed to accomplish a goal are
evolutionary. Goal groups don’t always have all the solutions or all the
answers about how to accomplish the goal. Sometimes more study or
research is needed. The first step may be to put together a team to do
this research or to conduct additional study. The results of the research or
study effort will determine what strategies and objectives will be needed
to meet the goal.

To determine whether their efforts are properly focused toward achieving
the organization’s stated vision, goal groups should consider whether the
strategies and objectives they develop adequately address the following:

v Does achieving the strategic goal require design of new processes
or redesign of existing processes?
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Can other
people such

as staff, key
customers, or
stakeholders
attend the
cross-briefings?
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v Do internal and external rules, regulations, policies, or standards
need to be changed to successfully implement the strategy and
achieve the goal?

v What needs more study before a strategy can be developed?

If the answers to these questions are inadequate, then the goal groups
need to consider additional alternatives or ideas in developing the strate-
gies and objectives.

It is usually best not to invite other people to attend the cross-briefing
sessions. Since the senior leadership team has not yet reached consensus
on the strategies and objectives, the presence of people who are not part
of that team may inhibit the process of surfacing and resolving issues,
and it may discourage a candid dialogue among the team members.

Customers and stakeholders should not participate in the strategic plan-
ning sessions at this point in the strategic planning process. Their partici-
pation should be delayed until the senior leadership team is comfortable
with the planned direction of organization.

Caution:  If people other than the senior leadership team
attend the cross-briefings, their roles must be made clear.
Are they there as observers or as participating members
with an equal voice in the consensus process? Consider the
effect their presence will have on the quality of group deci-
sions. s the senior leadership team confident enough with
itself to be able to air differences in front of others2

Advice:  When deciding whether to include others in the
cross-briefing process, weigh the value of having them there
against the possible inhibiting effect their presence will
cause. Is the buy-in of mid-level managers at this stage so
important that including them is crucial2 Or are there still so
many unresolved issues that it would not be possible to have
an open discussion with others present2
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Should the
goals and
strategies be
prioritized?

Should the
objectives be
prioritized?

Advice:  If input from customers and stakeholders is de-
sired, they should participate in the interviews conducted
during the pre-planning phase of subsequent iterations of
the strategic planning process.

Establish priorirties

No. Prioritization should not occur at the strategic goal or strategy level.
All of the goals must be achieved to reach the vision. Singling out a few
might suboptimize the effort.

Yes, the objectives should be prioritized. Since all of the objectives
cannot be worked at once, the senior leadership team needs to determine
which objectives can be accomplished based on money, people, time,
and current workload. The senior leadership team needs to do an initial
schedule of all of the objectives based on what it thinks is most important.
Keep in mind that this is an iterative process, so the schedule may need
adjustments. In establishing the schedule, consider whether or not imple-
mentation of one objective needs to occur before others can begin, and if
and when resources will be available.

Advice:  This is an initial attempt at time-phasing the
objectives. Firming the schedule and identifying the critical
processes involved will occur when the mid-level managers
are asked to review the draft plan and provide input and

feedback.
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Caution:  This is a strategic plan; it may take 5 to 10 years
to implement fully. With this in mind, don’t begin all of the
objectives in the first year or two. There are never enough
resources to do that, and it is important not to neglect the

organization’s current mission-sustaining work.

By creating a schedule, the senior leadership team can get a picture of
the overall implementation effort, where adjustments are needed, and
which obijectives will require implementation first. This schedule provides
a view of a vision-directed effort that can be used in the annual budget-
ing process.

Involve mid-level MANAGEMENT As ACTIVE pARTICIpANTS

At this point, it is important to ensure that mid-level managers get in-
volved in the planning process for two reasons. Getting feedback ben-
efits the senior leadership team because they may discover that they have
left out an important issue that the feedback will highlight. By making
them participants in the plan’s development, they are more likely to
support implementation actions. Their perspectives and insights can
make a better, more executable plan. Their involvement will also dispel
the perception that the strategic plan is a document created by “those in
charge” and thrust upon the organization. For this reason, it is vitally
important for the senior leadership team to establish a process for obtain-
ing feedback from mid-level managers. The strategic plan should not be
finalized until their input has been considered.

Advice:  Keep in mind that it is the senior leadership
team’s responsibility to set the strategic direction, guiding
principles, mission, and strategic goals of the organization.
Mid- and lower-level emp|oyees ’rypico”y don’t have the
broader systems view of the organization needed to estab-
lish or change its strategic direction. Therefore, the senior
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What are

some ways

to get feedback
from mid-level
managers on
the ‘draft’ plan?

leadership team may want to get feedback on the clarity of
the vision, guiding principles, mission, and strategic goals;
but not on the strategic direction.

Many senior leadership teams identify key objectives and let the employ-
ees complete the action plans because they tend to be more knowledge-
able about their processes. The senior leadership team should ask for in-
depth feedback on the strategies and objectives because they lay out how
the organization intends to achieve the vision. It is within the strategies
and objectives—and particularly the objectives—that the changes re-
quired of the organization are explicitly expressed.

Senior leaders should choose an approach that fits with how the organi-
zation best deals with new information.

v Hold an offsite to present the plan to the mid-level managers and
solicit their feedback. If possible, use the same strategic planning
facilitator who conducted the strategic planning team offsite to
ensure continuity.

v Hold facilitated focus groups.

v Use the chain-of-command. Have each member of the senior
leadership team share the draft plan with their respective mid-level
managers, asking them to review the plan, get input from their
employees, and provide feedback to the senior leadership team in
a facilitated session.

Caution:  Strategic planning is about change that leads the
organization toward a better future. Therefore, don't ask for
feedback on the plan by sending it out with a cover letter
and asking for comments by a certain date. This will be
perceived as business as usual and will not set the strategic
plan apart.

Advice:  To foster ownership of the plan, develop a feed-
back process that actively involves mid-level management.
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union leaders?
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customers be
invited to
give feedback
on the plan
before it is
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The senior leadership team may want to solicit feedback from all employ-
ees on the strategic plan. Feedback can be collected by:

v Mid-level managers holding sessions with their employees

v Holding an all-hands meeting followed by a question and answer
session

v Distributing the draft plan via e-mail and requesting comments

It is important to get employees involved early in the process so that they
are informed of the new direction of the organization and to help them
understand how they can contribute to the organization’s success.

In some organizations, union members sit on the Executive Steering
Committee or on a Partnership Council and, therefore, participate in the
planning process. If not, union leaders can participate in the planning
process by providing feedback on the plan along with the mid-level
managers. When asked what encouraged the union leaders to get
involved in quality and process improvement, one recent winner of the
Malcolm Baldrige National Quality Award said: “We could continue to
fight management and see our company disappear or join with manage-
ment in fighting the competitors. We chose the latter!”

Advice:
be based on the relationship that the union has with senior

The decision on involving union leaders should

management, and the union’s current or potential participa-

tion in and influence on the organization.

Probably not. It is the sole responsibility of the senior leadership team to
set the strategic directi