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June	26-28

PLANNING	FOR	SUCCESS:	
Strategic	Decision-making	for	Improved	Performance

This	workshop	covers	the	essential	elements	for	strategic	planning:

• Ingredients	for	a	successful	strategic	planning	process	
• Experience	the	design	of	the	process
• District	level/program	level	planning	integrated	districtwide
• Designing	your	own	plan

STRATEGIC	PLANNING

…a systematic process through which an
organization agrees on and builds key
stakeholder commitment to priorities that
are essential to its mission and responsive
to the organizational environment.

from	Strategic	Planning	for	
Nonprofit	Organizations	(2015)
Michael	Allison	and	Jude	Kaye
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INGREDIENTS	FOR	YOUR	STRATEGIC	PLANNING	PROCESS	

• Your	concern	for	an	important	problem
•A	well-defined	problem
• Your	ideas	for	how	to	solve	it	– a	vision	for	the	
solution
• Your	goals	and	targeted	outcomes
• Step-by-step	planning
• Engagement	of	others	in	your	vision
•Deadlines	

PASSIONS	AND	CHALLENGES

•What	is	your	personal	mission	for	your	work?

•What	are	the	critical	challenges	you	face	in	your	job?

•What	changes	in	your	work	are	you	passionate	about?

21ST CENTURY	EDUCATIONAL	LEADERSHIP

Tomorrow’s	educational	leaders	must	
develop	the	knowledge,	skills,	and	habits	of	
mind	to	be:

ØPeople	Focused

ØData	Informed

ØFuture	Oriented
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PEOPLE FOCUSED
• Promote inclusiveness, social justice and equity for all.
• Identify key organizational and community stakeholders
and partners, enlist their support, and engage them in
improvement initiatives.

• Utilize a variety of interpersonal, group process and
consensus building skills to improve communications,
facilitate group activities, foster collaboration and team
building, and promote family and community engagement
and partnerships.

• Employ a repertoire of oral, written and multi-media
presentation skills to engage a variety of stakeholders,
partners and the public, and assist them in understanding,
supporting and participating in various initiatives.

DATA	INFORMED

• Identify, evaluate and utilize quantitative and qualitative
data to analyze problems, propose innovative solutions,
and assess achievement.

• Utilize benchmarking techniques to determine relative
strengths and weaknesses and to gauge the progress of
organizational improvement initiatives.

• Discern patterns, make connections, recognize anomalies,
and project outcomes based on observed and reported
data.

• Judge whether both internal reports and published
research are relevant and convincing, and identify their
implications for practice.

• Communicate complex data clearly and comprehensibly
to a variety of audiences.

FUTURE	ORIENTED
• Identify emerging demographic, economic, political,
social, environmental, technological, and instructional
trends, and determine their probability and degree of
impact on education and their organization.
• Provide a vision for organizational and instructional
improvement based on this analysis and a planned
course of action to realize that vision.
• Think and plan strategically and set goals for
organizational and instructional improvement and
effectiveness, efficient use of resources, and dealing
with major shifts in enrollment and finances.
• Recognize barriers to change and sources of conflict, and
acquire strategies for overcoming them in order to
successfully lead improvement initiatives and
innovations.
• Lead, inspire and sustain high performing organizations
that promote high achievement for all students in a
rapidly changing environment.
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CHOOSE	A	FOCUS	AREA

What	is	the	one	critical	problem	that	you	wish	you	could	solve?

• Criteria	
• The	problem	matters	to	people	you	care	about
• You	have	some	control	over	the	problem	area	and	ability	to	impact	it
• You	can	anticipate	getting	support	from	the	necessary	sources	to	be	
successful	in	the	implementation
• You	will	stick	with	it	to	the	end

THE	DESIGN	OF	THE	PROCESS

Mission
• Issues
• Beliefs	
• Policy	Parameters

Core	
Objectives/	
Targets

Strategies

Operational	
Objectives

Action	Plans

Current	State

Desired	
Future
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DESIGN	YOUR	SOLUTION

What	is	a	strategic	Plan?

• A	matter	of	changing	the	probabilities	of	outcomes.		It	is	not	
a	matter	of	predicting	exactly	what	will	happen	or	using	any	
kind	of	magical	process	to	cause	particular	things	to	occur,	
but	simply	a	matter	of	making	informed	decisions	and	
thereby	increasing	the	likelihood	that	what	is	desired	is	what	
actually	occurs	(Hayman).
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DEFINING	THE	PROBLEM

ØCultural Analysis Tool
ØSWOT/C – Strengths, Weaknesses, Opportunities, Threats/Challenges

ØDistillation of External and Internal Analyses
• Trend Analysis
• Internal Analysis
• Competition

ØBasis/Rationale for Core Objectives and Strategies

Action	Plans

Strategies

Core	Objectives

Mission

Critical	Issues:
Trend	Analysis
Competition

Internal	Analysis

Policy	
Parameters

STRATEGIC	PLAN	COMPONENTS

BELIEFS

•Clear	statements	of	an	organization’s	fundamental	
convictions,	character,	and	commitment.
•Articulation	of	your	core	values.
•Provides	the	foundation	for	the	strategic	plan.
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BELIEFS

• Purpose:  To provide the value system upon 
which the subsequent portions of the plan will be 
developed 

• We bel i eve  that… 
• Twelve to twenty statements 

• Clear statements of the organization’s 

– fundamental values 
– ethical code 
– overriding convictions 
– inviolate commitments 
– corporate character 

BELIEFS	(Continued)

! Public declaration of the organization’s heart and 
soul 

! Not just statements of what the organization is but 
what it aspires to be 

! Describes the organization at its best 
! Belief Statements must be… 

– Precise in language 
– practical in application 
– explicit not implicit  
– absolute (no “shoulds” or “musts”) 

BELIEFS	(Continued)

! Belief Statements are not… 

– bland observations 
– prescriptions for learning 
– necessarily a statement of fact 
– necessarily education specific 

! Why? Is the test question 
! Unless you can say something precisely, you don’t 

mean it 
! Developing Beliefs is a process of discovery not 

invention 
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MISSION	

• Emanates	from	Beliefs	and	Critical	Issues
•Broad	statement	of	unique	purpose	of	the	
organization
• The	specific	function	the	organization	performs.

MISSION	STATEMENT

! Purpose:  To focus all the organization’s attention 
and to concentrate all its energies on one common 
purpose. 

! One sentence. 

! Clear and concise expression of the organization’s 
purpose (what) and function (how). 

! Should be known and understood by every person in 
the organization. 

! The mission tests the plan; the plan tests the mission. 

! Reflects clarity of thinking and vision. 

MISSION	STATEMENT	(Continued)
! Represents a commitment to the special distinctiveness 

and uniqueness that sets the organization apart. 

! Declares explicitly the organization’s market niche. 

! Must address the specific, local situation. 

! Cannot be borrowed from others in the same business. 

! Acknowledges reality but also aspires to the ideal.  

! Not a description of the status quo, but rather a bold 
declaration of what the organization will be (5 or more 
years from now). 

! If a Mission Statement means everything, then it means 
nothing. 



6/12/19

8

SAMPLE	MISSION	STATEMENT

The mission of Norwell Public 
Schools is to harness the resources 
of the entire community to provide 
excellence in education in a caring 
environment, resulting in well-
rounded, self-reliant, responsible 
citizens who strive to reach their full 
potential in an ever-changing world. 

 
 

CORE	OBJECTIVES

• Specific,	measurable	end	results
•Must	be	achievable	and	not	mere	projections
•Major	“Game	Changers”
• These	match	and	shape	your	strategies

CORE	OBJECTIVES
 

! Represent a direct and positive response to 
External and Internal Analyses, Competition, 
and/or Critical Issues (SWOT/C). 

! Statement of the organization’s commitment 
to achieve specific, measurable, end results. 

! Measurable in terms of time, money, quality, 
and quantity (at least two of these must be 
present to validate an objective.) 

! Spring from and define the Mission in 
specificity of detail. 

! What the organization must achieve if it is to 
translate its Mission into results. 
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CORE	OBJECTIVES	(Continued)

! Organization-wide and student-centered 

– Usually no more than three to four because of 
problems with concentration of effort. 

– Not just dream or hope. 
– True objectives create risks and impose 

accountability. 

! Based on outcomes, not means. 
! Must be achievable/possible. 
! Not projections 
! Grounded in Beliefs 

SAMPLE	CORE	OBJECTIVES

ØBy June, 2000, 100% of all graduates will demonstrate
proficiency in the use of current information technology.

ØBy June, 2001 100% of the students will demonstrate
proficiency in the attainment of curriculum objectives.

ØBy September, 1997, 70% of the community will express
support of the mission statement and by September 1999, 70%
will believe that the system is performing its mission.

ØBy September, 1997, all class sizes will meet the policy
guidelines set by the Norwell School Committee.

STRATEGIES

•Broadly	stated	means	of	deploying	resources	to	
achieve	the	objectives
• Tell	how	the	organization	will	accomplish	the	
objectives
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STRATEGIES

Ø Most important part of the strategic plan 

Ø Articulation of bold commitments to deploy the 
organization’s resources toward the stated objectives. 

Ø Any and all of the organization’s resources – people, 
facilities, equipment, money – are subject to 
assignment or reassignment through the strategies. 

Ø A “strategy” is not a strategy unless it represents a 
significant investment toward an expected significant 
return. 

Ø Indicative of the organization’s basic operational 
emphasis, its priorities, and the standards by which it 
will measure its own performance. 

STRATEGIES (Continued)

Ø An optimistic, pre-planned commitment of resources 
toward an objective. 

Ø Tells how the organization will accomplish the 
objectives, therefore realizing the mission. 

Ø Must be conceptualized and stated in rather broad 
terms. 

Ø Over-specificity or narrow focus reduces the statement 
to no more than routine operational details. 

Ø A single strategy may support more than one objective, 
and several strategies may support a single objective. 

SAMPLE	STRATEGIES

STRATEGY 1: Collaboration
We will pursue collaborative opportunities with outside educational
institutions, businesses, groups, and individuals.

STRATEGY 2: Community Relations
We will develop and implement a community relations plan that actively
pursues the involvement and support of parents, business, and the community.

STRATEGY 3: Curriculum
We will review, modify, and assess curriculum cyclically for content,
methodology, effectiveness, and currency with an eye toward global trends.

STRATEGY 4: Data
We will collect, manage, and base decisions on verified data.
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OPERATIONAL	OBJECTIVES

•Operational	Objectives	are	the	areas	of	strategy	that	
will	be	dealt	with	through	the	plan.
• The	strategy	is	broken	down	into	its	component	parts,	
each	to	be	operationalized	through	various	action	
steps

ACTION	PLANS

• Specify	discrete	Operational	Objectives	needed	to	
implement	the	strategies
• Step-by-step	blueprints	of	action	with	assigned	
responsibilities	and	due	dates

ACTION	PLANS

•Detailed description of the specific actions required to achieve
specific results necessary for the implementation of the strategies.
• Step-by-step directions, timelines, and assignments of responsibility.
• Enough specific detail so that they can be easily carried out when
operationally assigned.
• Each action plan has its own objective.
• Several action plans for each strategy.
• Conceived and written from an operational point of view.
• Content is predicated upon progressive, direct cause-and-effect
relationships and is immediately workable.
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Pre-Planning
Activities

Strategic	Planning	
Retreat

Action	Plan	Development

2nd Planning	
Session

Action	Plan	
Refinement 3rd Planning	

Session

Strategic	Plan	
Implementation

Periodic	Plan	
Updates

STRATEGIC	PLANNING	PROCESS

DISTRICT	LEVEL/PROGRAM	LEVEL	PLANNING

• Articulate	the	plan	at	each	level	of	the	organization	that	you	
want	to	affect.

• Identify	your	allies	and	critical	touch	points.

• Ensure	that	all	the	key	stakeholders	are	involved	and	know	
what	their	role	is.

STRATEGIC	PLANNING	TEAM	MEMBERS

Ø 20-25 members 

Ø Individuals with conceptual ability:  ability to 
work in parts while keeping whole in perspective 

Ø Forward looking/future oriented 

Ø Broad perspective and ability to maintain 
objectivity based on that perspective 
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PLANNING	TEAM	MEMBERS	(Con’t)

Ø While selected from various constituent groups 
representing certain values and perspectives, 
planning team members do not represent their 
constituents in a political sense 

Ø Willingness to focus on common interests, not 
just on special interests 

Ø Articulate and good listener 

Ø Good will 

STRATEGIC	PLANNING	FACILITATOR

Ø Imposes rigid and rigorous work process and 
enforces strict compliance 

Ø Creates intensity, aura, and ambience needed to 
shape the plan 

Ø Strengthens relationships, builds mutual self-
confidence, and fosters espirit de corps 

Ø Promotes “cross pollination’ of ideas and beliefs 
Ø Manages output of retreat 
Ø Communicates the Strategic Plan 
Ø Does not value too high job security 

STRATEGIC	PLANNING	RETREAT

• Normally a three-day retreat (two overnights) 

• Early morning to late evening 

• Initial draft of all components except Action Plans 

• Assumptions: 

– Quality of the Planning Retreat and the Strategic 
Plan is directly related to the quality of the Planning 
Team and the individuals who make up that team 

– If people of good will are given the facts, they will 
make the correct decision every time. 
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ACTION	PLAN	DEVELOPMENT

• Communicate draft strategic plan and recruit Action Team 
members 

• One Action Team for each strategy 
• Strong, objective, committed teams of 10-25 members each 
• Mini version of the planning team 
• Twenty or more hours of meeting time (1-3 hours per 

meeting) plus an undetermined amount of time outside of 
meetings 

• Must honor the strategy exactly as written 
• Accept the strategy with full intention of making it work. 

SECOND	PLANNING	SESSION

• Two-day session of Planning Team 
• Action Plan presentations by Action Team Leaders 

• Through consensus, Planning Team disposes of Action 
Plans as follows: 

1. Accept as written 
2. Reject 
3. Send back with suggestions for additions and/or 

modifications 
4. Reject any part of plan and accept the rest 

DISTRICT	LEVEL/PROGRAM	LEVEL	PLANNING	INTEGRATED	
DISTRICTWIDE
• Get	everyone	involved	
• Full	stakeholder	engagement

• Manage	the	politics
• Know	your	allies	and	your	detractors

• Make	your	plan	unstoppable
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THANK	YOU

Please	provide	feedback!

Dr.	Stacy	L.	Scott
drsls@bu.edu
Creative	Leadership	Solutions	
WeChat:	drslscott


