Class 2: Strategic Planning and Program Design and Development
A. Strategic Planning

1. Why necessary? Because of inevitable and constant change, both internal and external, effective human service managers must be prepared to cope with it and also to embrace change.
-Strategic planning describes the process of addressing change.  It develops goals, accompanied by a set of actions to help achieve those goals. Emerging from efforts of the organization’s key stakeholders, it is a shared vision for the future. It is also a roadmap for achieving that vision, given internal and external realities. 

-Usually conducted every 3-5 years, produces a product – the strategic plan, a written plan that the organization can use as a blueprint for guiding future directions.

-through strategic planning managers and stakeholders stimulate their organization to move beyond doing business as usual and to consider innovative changes. Without strategic planning, organizations can respond to change and drift from their original goal without purposeful objectives.

          2.      Circumstances that invite strategic planning

-  first involves a threat to the organization: funding cutbacks, legislations that impacts the   organization, competition from other agencies are types of crises that can arise. Crisis can be danger and opportunity to act on behalf of the agency.

-second involves more subtle impetus – when things are going well. Such a time when managers must determine if there are clouds on the horizon, change in community, staff satisfaction, funding opportunities. By proactively searching for opportunities, managers improve programs or staff processes.
-a way of countering entropy or the tendency for things to wind down; strategic planning is an opportunity to reenergize and reinvent organization.

        3.     Barriers to effective strategic planning


- process may consume time and energy


-dormant or smoldering problems may surface


-staff may resist introspection or examining processes

-effective managers embark on strategic planning to improve performance,, stimulate thinking about the future, encourage team work, handle organizational issues, and provide a sense of renewal. 

   4.      Developing the Strategic Plan

- Each organization must develop a plan that is compatible with its interests, goals, and limitations; format is typically used by organizations

a.  Getting Organized: involve all stakeholders; be realistic about time commitment; consider broad participation; provide ground rules for participation ( consensus and respect); buy in – develop a strategic planning group
b.  Conducting an Analysis: provide background of an organization’s structure and values; review current mission statement; focus on fundamental questions; conduct a resource audit; examine strengths and weaknesses, opportunities and threats; consider the organization’s life cycle.

c. Develop a Mission Statement: provides a sense of purpose, support, legitimacy, and resources. Some describe what services they will provide, to whom they will be offered, and what geographic area.  Should be visible in key areas, in annual report on marketing materials, and in newsletter. The mission statement establishes boundaries for organizational activity, and guards against the tendency to go after unrelated opportunities.

d. Asking Fundamental Questions: 

1. What business are we in? How the organization defines its services and the clients it serves

2. What business should we be in now? If the organization did not currently exist, would it be created to meet the needs we are currently trying to meet?

3. What business do we want to be in a few years down the road? Where will we be in 3-5 years? May want to capture future in a vision statement. .i.e., how staff, clients, ,services, funding might be different in the future.  The vision statement encourages strategic planners to think about what the organization can become if it were to perform at its optimum.

4. What will happen if we continue to do business in the same way? The strategic planning process requires you to intensely examine the organization’s current relevance, and also whether you need to make changes that will prepare you for the future.

d. Conducting a Resource Audit: (SWOT or SCOT) : an inventory of the organization’s existing and available resources needed to achieve its mission. Need to do the following:

-Review programs and services to determine if each can be justified in relation to the mission

-Examine the structure at every level of the organization, including job descriptions, staff responsibilities, processes

-Determine the organization’s management of staff and funding

-Identify significant community trends and issues that might impact organization’s functioning

-Examine extent to which other organizations duplicate services or compete for clients

- Include a situational analysis of internal and external factors (SWOT = strengths, weaknesses, opportunities, and threats or SCOT = strengths, challenges, opportunities, threats)

-Scan the environment for opportunities and threats may include use of secondary data sources, planning reports, research reports, etc.

e. Examining Critical Issues: what significant problems cry out for resolution. Issues become strategic when they: involve high stakes such as new funding opportunities; require intensive attention that cannot be left to routine planning; cut across various operating units of the organization; delineate where the organization should be going. It is an essential part of the strategic plan to identify critical issues. 
f. Drafting the Plan

-usually one or two members draft the plan that contains the following elements: mission statement; Vision of the organization in three to five years; goals to be accomplished in three to five years; internal strengths and weaknesses and external opportunities and threats; critical issues; actions for each critical issue; accountability and time table for action plan.

-value of calling initial plan a draft is that is can be reviewed by variety of constituents, clients, staff funders, community leaders, etc.  Final result should be a plan to is acceptable to all.

g. Dynamic planning: strategies become clear over time and are subject to change. When changes occur, managers may find it helpful to review mission statements and refine goals and objectives. Dynamic planning  continually tests ideas, obtains feedback, and incrementally reshapes plans. Also fundamental is opportunistic thinking: what opportunities can we grasp? Risk taking may lead to failure, but also positive change.

Summary:  Steps to follow for successful strategic planning
1. Determine why you want to develop a plan – do benefits outweigh the possible disadvantages?
2. Ensure that organization’s leadership is committed to the process.

3. Form a strategic planning group

4. Analyze your situation (SWOT)

5. Develop a vision for future

6. Prepare or revise mission statement

7. Identify most critical issues for the organization

8. Prepare action plans containing 3-5 year goals, timeline, and identify those accountable

9. Draft a plan that is reviewed by stakeholders

10. Implement plan with the intent of modifying it as circumstances change

11. Update the plan annually, at least every 5 years conduct another in-depth analysis
Questions for discussion:

1. Think of an organization you are familiar with: conduct a SWOT analysis; what are they key elements in its mission statement; what changes should be considered to its mission statement; does the organization have a strategic plan? What are the key elements of the plan?

B. Designing and Developing Consumer-Oriented Programs
Purpose is to design and develop programs that are responsive to client needs. Two ways: the Logic Planning Model (LPM) and the Marketing Planning Model (MPM)
1. Logic model: Using social systems analysis
· In LPM, various elements in a human services organizations are related to each other to produce intended results.  Social Systems analysis is a useful framework for understanding how various parts within an organization effectively interact.  The LPM shows the logical relationships between the objectives to be achieved and activities that are involved in achieving them.  Organizational elements include: inputs, throughput, outputs, and outcomes
· Inputs: client inputs are people who need services to improve their conditions  and achieve their objectives; resource inputs are staff, funding, facilities and equipment in human service system that combine to help clients change.
· Throughputs: activities or interventions that agency provides for clients.

· Outputs: number of service units that the agency provides for clients

· Outcome: positive change that occurs. Important to establish initial, intermediate, long-term outcomes

· Pathway: used to describe the sequence of structured contacts with clients as they move through the delivery system.  In examining client pathways, it is helpful to ask:

· Can there be multiple entry points; is there only one way through the system; can a client go directly to a specialist; what alternative pathways are open to clients? etc. Value is that these questions provide an analytic framework for viewing how clients are being treated as they are processed through the service delivery system. 

· Summary: LPM helps managers critically examine how inputs, throughputs, outputs, and outcomes are connected. The starting point in developing a LPM is with the desired end state or target. You ask the question: :What do we want to accomplish?” and then work backwards to figure out what needs to be done to achieve the target.

· Important questions to ask include:

· What program elements are critical to what we want to accomplish?

· What program interventions need to be modified to achieve our objectives?

· What new program components should be considered to meet our objectives?

· How will we define success at initial, intermediate, and long-term intervals?

Developing a Marketing Planning Model
The LPM designs and measures programs based on their having an impact on service consumers. The MPM provides a different perspective on developing effective service delivery programs: it focuses on determining what consumers of services want and how the agency can meet those needs. A market-driven organization is one that understands its niche and works at how it can best meet the needs of consumers.

· To better assess whether to modify an existing service or embark on a new one, and effective manager conducts a competition analysis to review whether other agencies are offering similar services to the same clients.

· The focus on consumers is at the heart of a market-driven  approach

· Seeking consumer feedback through focus groups and formal and informal surveys

Summary: Elements of a Good Design

· It is possible to incorporate elements from both the LPM and the MPM so that managers can prepare a service delivery system to include the following”

· 1. Services are consumer oriented – staff have the authority to carry out meeting client needs. 

· 2. Design spells out outputs and the outcomes to be achieved
· 3. The design makes explicit assumptions and maintains a logical sequence of results if certain conditions are met (example)

· 4. Program is designed with a marketing perspective, with special emphasis on being responsive to consumer needs

· 5. New programs fit the organization’s mission and are feasible based on potential agency resources

· 6The organization has good feedback mechanisms in form of focus groups, surveys, and client complaint procedures

· 7. The organization considers the needs and influence of external factors and influences

Questions for discussion:

1. How does your organization identify needs and opportunities for new services?

2. IN what ways could your organization use market analysis to deliver better services?

3. What would a flowchart of clients going through your organization look like?

4. Does your organization currently evaluate its programs in relation to its proposed outcomes?
