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The mission of the Total Quality Leadership (TQL) Office, Office of the
Under Secretary of the Navy, is to assist the Department of Navy
(DON) leaders in their quality-focused improvement efforts. The TQL
Office provides products and services in six key areas:

TQL Office members provide technical advice to the Under Secretary of the
Navy and other senior Navy and Marine Corps leaders on the application of
TQL principles and methods within the DON, strategic planning, and strategic
management. Advice may include recommendations on implementing new
policy and procedures or the use of facilitators/coaches for DON and/or
federal government initiatives.

The TQL Office communicates TQL policies and initiatives through the
TQLeader news|eﬂer, cnrtic|es, reports, and presentations at conferences and
meetings. The Office is developing a computer-based quality information
network to facilitate communication with DON, Department of Defense, and
Joint Service organizations.

The TQL Office has expertise to share with other organizations, both govern-
ment and private, and much to learn from them. Staff members participate in
TQlL-related networks and professional organizations.

The TQL Office is responsible for ensuring the technical accuracy of the DON
TQL curriculum. Having overseen the design and development of the TQL
courses, the TQL Office staff now advises on the integration of TQL material
into the DON training pipeline. The TQL Office continues to design new
courses and publishes handbooks and other publications on all aspects of
organizational change.

The TQL Office designs and develops new approaches to improving overall
organizational effectiveness and feedback mechanisms to support mission
accomplishment. These systems assess and enhance the implementation of total
quality in DON organizations.

Technology provides critical support to DON quality improvement efforts. The
TQL Office assesses new technologies related to organizational change and
process improvement and translates them into applications for the DON.



In Their Own Words

CONTENTS

INtrodUchion.........ccoovviiiiiee e, 3
Methodology .........c.covoiiiiiiiceeeeeee e 4
Executive SUmmary..........ccccooviiiiiiiiiiiiiiiieeeeee, /
What were the general findings2 ...............ccooooiiiiii 7
Why did some leaders decide to do strategic planning? ............. 8
How were the plans developed?....................cocoooiiiiiii, 9
Who participated in strategic planning and why2 ..................... 11
How were the contents of the strategic plan communicated?...... 14
How was the plan implemented? ...................c.ccooiiiiiiinn, 16
How were resources applied? ..............ccoooeiiiiiiiii 19
How was progress measured? ..............c.ccooveevieiieiieiieiienenane, 20
What outcomes were achieved? ...............cccooeiiiiiiiiiinenane, 20
What were the lessons learned? ..................ccooiiiiiiiiine, 22
ConclUSIONS ..o, 27
Participating Organizations............cccccceveeeeiieeennnnnn, 29
Interview QUESHIONS..........eviiiiiiiiiiiiiiceeeeeeeee 33
Questions for the Senior Leader .............c.ccoovevviviiiicicin, 33
Questions for the Coordinator ...............cccvoivieiiiiiiiciinne, 34
Project Team ......coooiiiiiiiiiiie e 35



Return To Table Of Contents

In Their Own Words



INTROducTiON

In 1994, the Department of the Navy (DON) Total Quality Leadership
Office (TQLO) published A Handbook for Strategic Planning and almost
immediately began planning its companion, Strategic Management for
Senior Leaders: A Handbook for Implementation. Typically, consultation
and facilitation of strategic planning efforts, at least within the Depart-
ment, were “over” with the conclusion of the strategic planning off-site.
The leadership was left with a number of suggestions for how to continue
their efforts; how to deploy and implement their plans; how to form
implementation teams; and the need to develop strategic measures.
Specific tools and techniques for successfully following those suggestions
were often left to the leader’s imagination.

Many of these leaders, and just as often their facilitators, Total Quality
Leadership Coordinators (TQLCs), or team leaders brought questions
about how to continue the planning efforts to the DON TQLO. It was the
abundance of these questions, which were becoming increasingly more
sophisticated and complex, that confirmed the need for Strategic Man-
agement for Senior Leaders: A Handbook for Implementation. At the
same time, the variety of the questions indicated some organizations
were experimenting with some innovative tools and techniques while

others had experienced some failure, but had learned valuable lessons.

Consequently, it was decided to interview some of these leaders and
their staffs in order to learn which tools and techniques they found most
successful, and which one they found least successful. For this reason,

"

most of the interview questions start with “How did you . . ..

Strategic Management for Senior Leaders: A Handbook for Implementa-
tion attempts to identify and clarify the “unknowns” that were discovered
in the process.
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Methodology

More than 50 top leaders and Total Quality Coordinators of organiza-
tions that have completed the development of at least one strategic plan
were inferviewed. Nearly 300 pages of ideas, suggestions, and com-
ments were amassed. The opinions and conclusions expressed by the
interviewees do not necessarily represent the policy of the Department of
the Navy. They do, however, provide some assessment and insight
based upon real experiences with strategic planning and strategic
management. It is these experiences, coupled with the experiences of the
project team, that serve as the basis for the strategic planning and
strategic management methodologies outlined in A Handbook for Strate-
gic Planning and its companion, Strategic Management for Senior
Leaders: A Handbook for Implementation.

Personnel from 27 separate government organizations were interviewed.
The organizations ranged from relatively small—less than 200 person-
nel—to very large—more than 20,000 personnel. Most were Depart-
ment of the Navy organizations; however, to ensure balance, seven
non-DON organizations were also interviewed. The interviews were
conducted either in person or via telephone. Interviews were recorded,
and these recordings were later transcribed for use in the analysis. A
listing of participating organizations and interviewees is provided in the
Participating Organizations section of this report.

Personnel interviewed were grouped into two types: leadership, which
included commanding officers, directors, executive officers, and chiefs of
staff; and TQLCs, which included not only TQLCs but also other person-
nel who were directly responsible for monitoring and managing strate-
gic planning efforts in a staff role.

In an attempt to capture a balanced view of the organization’s strategic
planning efforts, two types of personnel were interviewed. Each of these
personnel types were asked a separate set of questions, which are
provided in the Participating Organizations section of this report. Addi-
tionally, the rapid turnover of personnel at many organizations forced
the interviewing of the two types. By interviewing both, input was ob-
tained from at least one person who had been a part of the original
planning process.
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In Their Own Words

This report provides an Executive Summary of the interviewees re-
sponses. Special care has been devoted to providing actual responses
that illustrate key points made by the interviewees without violating the
anonymity promised to them. There were many organizations identified
which could have provided additional input to this project. Unfortu-
nately, time constraints did not permit expanding the project to a larger
base. Nor was there an attempt to apply rigid use of statistical tools in
the analysis of the data since the purpose was to identify successful
rather than common strategic management strategies.

The format of the Executive Summary follows the order of the interview
questions. It provides not only the conclusions of the project team but
also the voice of the customer (the interviewees) “in their own words.”

Return To Table Of Contents
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What were
the general
findings?

In Their Own Words

Executive Summary

There were many areas that stood out during the review of the interview
data. The role of leadership and the impact on the organizations were
mentioned most often throughout the interviews.

Leadership

“To make the strategic plan and TQL work, the senior leaders
have to make it evident that they believe this is not just an
optional way to do business, but they have to support it, they
have to embrace enthusiastically and sincerely.”

Leadership and commitment are keys to successful strategic planning.
When asked what contributes to a successful implementation, nearly ll
responded that committed leadership was key. This leadership needs to
be active. Some of the leaders commented on the fact that the amount of
active participation and intervention on their part exceeded their original
estimations, indicating that senior leaders need to provide guidance to
assist in the strategic planning team’s consensus process.

Impact on organizations

“It was incredible, the impact of the strategic plan: how much
the team jelled as a team, how much they began to work
together better, and how much that continued through the
whole year.”

An almost universal outcome of a strategic planning session was the
development of functioning teams. Additionally, nearly half of the orga-
nizations stated that there was an improvement in performance, stated in

terms like “improved readiness” and “productivity.”

Return To Table Of Contents



Why did some
leaders decide
to do strategic
planning?

“If TQL is a journey, then we need fo figure out what our
destination is.”

Top leadership was asked to respond to the following question: “Why
did you think it was necessary to do strategic planning in this organiza-
tion2” The responses to that question can be divided into four broad
categories. Most of the responses centered on the first two categories:

Establishing a unified, focused organization

” A group of people or an organization has got to be, in a
strategic sense, vectored to where they want to get to in the
long-term.”

The leaders suggested that the establishment of the unified, focused
organization was the principle reason for planning strategically. The
leaders expressed the need to unify the whole organization behind a
defined direction with clear goals and objectives (12 responses). Leaders
also stated that strategic planning was valuable in refocusing on the
organization’s purpose (three responses) and establishing a longer
range perspective (two responses).

Responding to external forces including change

“Given the changes that we are going to face, we needed
both a short- and long-term road map to follow into the
future.”

Improving
performance
15%

Re-energizing TQL
organization

9% Unified

organization

49%

Responding to
external forces
27%
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How were
the plans
developed?

In Their Own Words

The second most frequently received response was that strategic planning
was a viable tool in responding to external forces, particularly change
and modified missions (six responses). Part of the external forces was the
requirement to integrate the organization’s strategic plan with one of a
higher headquarters (three responses).

Improving performance

“We had islands of excellence, but nothing tying them together.”

Five of the leaders stated that strategic planning was a necessary precur-

sor to improved performance.

Re-energizing the TQL organization

“We embarked on strategic planning because it was clear to
us that, on our TQL transformation journey, we had reached a

roadblock.”

Three of the leaders stated that strategic planning was necessary to
reestablish the momentum of their TQL efforts. The central idea behind
these statements appears to be that the initial efforts in establishing TQL
were accomplished, including the development of a supporting infra-
structure, but further accomplishments had stagnated.

“[The DON planning process] was a good process. We didn’t
go through it painlessly. We went through it with courage and
dedication to very hard work. The three days spent at the off-
site were absolutely mind-numbing.”

Strategic plan development must be based on the organization’s unique
needs. The diversity of the organizations that were interviewed is re-
flected in the varying responses to the question. Most of the organiza-
tions used the Department of the Navy’s Strategic Planning Model. Four
of the organizations, however, limited the life of the plan to less than five
years or incorporated an element from another source, such as using the
Commanding Officer’s “vision.” Six of the organizations used a different
model entirely. Two of these used a “bottom-up” approach. Key points
provided in the interview data are:
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Off-site location is important

“The off-site part of it helped. We did it down at the base
here and sequestered ourselves in a back room that was fairly
comfortable. If | had the time and assets, I'd even do some-
thing a bit more special to support that, not in terms of a
retreat, but maybe away from a military base all together.
The setting can be important.”

Most of the organizations (16) specifically stated that they conducted the
strategic planning session away from the normal work place. All of the
responses suggested that this was a correct decision.

Initial strategic plans are likely to be more time consuming

“We met again off-site in September for two days, and at that
time, we continued to work to identify and develop our strate-
gic goals. We still were not able to complete them to our
satisfaction.”

The DON Strategic Planning Model outlines a three-day strategic plan-
ning off-site. Most of the organizations conformed to this guidance.
However, four of the DON organizations developing their initial strate-
gic plans required additional off-sites. One DON organization develop-
ing a modification to an original plan used an additional off-site to
redesign a critical process.

Post off-site efforts are needed

“A team that flushed out the broad framework derived at the
off-site wrote specifics on each one of the objectives, associ-
ated them with activities and deliverables (outouts), the re-
sources and the FTEs (inputs), and prepared a written plan
summarizing all of those elements.”

Most of the organizations only partially completed their efforts to com-
pletely construct all of the component parts of the strategic plan—vision,
mission, guiding principles, goals, strategies, and objectives. This re-
quired the strategic planning group to continue their efforts after the off-

site in the completion of the plan.

Return To Table Of Contents
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Who
participated
in strategic
planning

and why?

In Their Own Words

Ten organizations had developed more than one strategic plan. These
organizations appeared to be more successful in completing the plans
and were more satisfied with the results of the follow-on efforts. While
these elements are generally left to post off-site activities, at least three of
these organizations had specific requirements for developing implemen-
tation plans, strategic measurement plans, and establishment of priorities
during their strategic planning off-site.

Facilitators are needed

“We absolutely needed a facilitator who could spend the time
to keep things going.”

Facilitators from outside the organization were very often used. Of the
27 organizations interviewed, 19 stated that they had received outside
facilitation. Most of the time a two-person facilitation team was used.

Organizational assessment is a key element

“We knew we had to make it a viable plan, had to have a
good self analysis/self assessment of where we are so we can
get a good plan to bridge the gap.”

The conduct of an organizational assessment prior to the strategic plan-
ning session is recommended in the DON model. This assessment in-
cludes the conduct of interviews with members of the command and its
customers. Other methods used included the use of focus groups with
command members and the use of a Federal Quality Institute instrument.

“We have all the senior leadership involved in the strategic
planning, including middle management.”

Strategic planning has three distinct phases—the pre-planning phase, the
planning off-site phase, and the post off-site phase. The interview data
showed the majority only considered the off-site phase when answering
the question. When taken in this context, the participation in the organi-

zations appears to be limited. However, a review of the interview data
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regarding deploying the plan indicates that large portions of the em-
ployees who were excluded from the off-site were included in the review
of the strategic plans prior to publication.

Pre-planning phase

“Currently, we’re surveying our customers as to what their
needs and concerns are. We’re going to take that information
and focus more on our external customers, which we’ve
neglected fo do in the past.”

Twelve of the organizations identified a data gathering/assessment effort
prior to the actual off-site. This data gathering included interviews of the
planning group, other employees, and customers. Of these organiza-
tions, most stated that the planning group was interviewed. Only four
organizations specifically stated that the customers had been inter-

viewed.
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Planning off-site phase

“We had a good cross representation of the base popula-
tion—a good representation of the resources and leadership
of the organization.”

Key components of the strategic planning off-site are the numbers and
type of personnel who participate in the effort. For most of the Depart-
ment of the Navy organizations, the core personnel are members of the
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Executive Steering Group (ESG). The ESG generally consists of the
Commanding Officer, Executive Officer, and leaders of the next organi-
zational level below the Commanding Officer. Of the organizations that
provided an indication of the ESG size, the membership ranged from six
to fifteen persons. For the purposes of strategic planning, the ESG was
often supplemented with additional personnel. The strategic planning
groups ranged from 12 to nearly 400 for one effort, which used a task
force method. Generally, it appears that the non-DON organizations
tended to have larger numbers—the State of Utah had 400, the Center
for Veterinary Medicine had 50, and the Department of Agriculture had
100. Excluding these three organizations, most organizations inter-
viewed fended to use between 15 and 20 people for strategic planning.
Some organizations invited external personnel to the strategic planning

session.

Post off-site phase

“I think the majority of [the planning team members] in the end
felt like they were able to contribute, that they were heard,
and the benefits far outweighed the cost.”

Ten of the organizations specifically mentioned incorporation of non-

strategic planning group personnel’s comments into the draft strategic
plan. Many of these ten organizations provided nearly all personnel

with an opportunity to comment prior to final publication.

The Strategic Planning Model provides for deployment and implementa-
tion planning. In the minds of many interviewees, they blurred the distinc-
tion between completing the development of the strategic plan and the
deployment of the plan. Gathering additional input from the organiza-
tion was seen as part of the deployment process.

Return To Table Of Contents
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How were
the contents
of the
strategic plan
communicated?|

o] 4e

Internal communications

“linternally,] | think we’ve done everything possible to make
sure that every person has a copy, has the information they
need, and understands it.”

There were many methods the interviewees cited for communicating the
contents of the strategic plan. Generally, communications inside the orga-
nizations tended to have a mix of both formal and informal means. Exter-
nal communications to higher headquarters and customers were more
informal in nature. Terms such as “discussed with” and “briefed” are
common during the discussions on communicating outside the organiza-

tion.

Informal internal communications

“Our individuals, through their departments’ work centers, are
selling this strategic plan. | think it is fair to say that we did
not have an aggressive enough mar/(efing program at the
onset.”

Internal informal communications relied heavily on three means. Word of
mouth communications of the plan was frequently cited (9 responses).
Placing posters in key locations with elements of the strategic plan was used
by four organizations. Four organizations used e-mail or other methods to
solicit comments from all members in an organizational wide review.

Internal Communication Methods

80 74

@@ Q + 3 ® 0 - ® T
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In Their Own Words

Formal internal communications

“We don’t rely on any one [method] as being the sole
method. We continue to promote [the plan] regularly.”

Formal communication methods tended to be more multidimensional
than the informal methods. Nearly all of the organizations have or are
planning to formally publish the strategic plan as a standalone document
(20 organizations) and/or in newsletter format (10). Formal briefings
e.g., “all hands” were widely used (9). Incorporation of the strategic
plan into locally developed training and indoctrination courses was also
used (6). Other formal settings are used to reiterate the strategic plan

such as “Captain’s Call” and staff meetings (6). The rapid growth of the
e-mail system was evident, with five organizations using e-mail as one

means of distributing strategic planning information.

External communications

“We do not share all of the plan without careful scrutiny *

Options for external communications of the strategic plan appear to be
much more restricted than for the internal communication. Nearly all of
the organizations informed the chain of command (17). Eleven organiza-
tions ensured that key customers received their strategic plan.

Informal external communications

“| talked to [the boss] about it briefly and then sent him a copy
of it and sent him a note on the e-mail.”

It is difficult to determine the level of formality used for communicating
the strategic plan externally. This is particularly true for communications
up the chain of command. Statements like, “we briefed my boss,” do not
provide a firm indication of any degree of formality (12 responses).

Formal external communications

“We also have an external customer’s newsletter that is really focused on
our products and services. In it, we allude to how certain things fit within
our strategic plan. But we don’t send out, en masse, our strategic plan.”

Return To Table Of Contents
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How was
the plan
implemented?

o1be

Three organizations made a point of the fact that much of the external
communication of the strategic plan was couched in such a manner that
the term “strategic plan” is not used.

Other methods used include: conferences, focus groups or other large
meetings (5), newspapers and journals (3), local newsletters (3), direct
mail (2), and video conferences (1).

“We've got a lot of people that can get the ball down in the
red zone, but we don’t have anybody who can score.”

The interview data shows that after the plan is developed, a clear path
to implementing the plan is not always evident. Seven of the organiza-
tions could or would not state who was accountable for the implementa-

tion of the plan.

Organizations are attempting to implement their strategic plans in many
different ways. Implementation strategies include the development of an
infrastructure to manage the accomplishment of the goals, strategies and
objectives, assigning accountability for completion of action items,
establishment of a monitoring system, and determining when and how
resources will be applied.

Implementation structure

“We have the QMBs brief the ESG on progress. The manage-
ment of implementation plans is left up to the QMBs with
oversight by the ESG.”

There were two basic implementation infrastructures evident in the inter-
view data. These infrastructures may be a result of the types of goals
developed in the strategic plan.

The first infrastructure reflects a process driven goal which falls into a
maijor function of the organization. This structure is typified by an execu-
tive board that charters quality management boards. These boards are
generally chartered around organizational functions such as data pro-

Return To Table Of Contents
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In Their Own Words

cessing or personnel. These boards have a natural linkage to certain
processes. The process owners, in turn, report to the qucnli'ry manage-
ment boards. Six organizations had adopted this infrastructure.

The second structure uses a goal group chartered around the completion
of a strategic goal. The goal group is generally lead by one or more
members of the executive board. It is these members who report directly
to the executive board. Nine organizations identified active goal groups.

The remaining organizations used a different method, such as objective
leaders, who report directly to the senior leader or had not developed
firm plans for implementing the strategic plan.

Accountability

“It is interesting just trying to develop a mechanism that will
measure and show you some accountability. The whole pro-
cess has been in place or trying to operate for 5 or 6 years
and we are still developing some of it.”

Determining who is responsible for the completion of any element of the
strategic plan is a difficult task. A single individual was responsible for
the completion of a strategy in twelve of the organizations. Group
accountability was assigned in six organizations. Two organizations
were developing an implementation strategy and were not prepared to
respond.

Individuals

“[It is] the line managers who are ultimately responsible.”

Twelve organizations have specifically tasked individuals who are ac-
countable for the completion of strategies. The titles vary according to
the organizations. Some of the organizations insisted that the respon-
sible agent be “line” verses staff (2). The other titles used in the inter-

aw

views such as “goaltender,” “action officer,” and “project officer” are
inadequate to determine whether the responsible and accountable agent

was line or staff.

Return To Table Of Contents
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Groups

“[Groups] encompassed more areas than one person would
be responsible for. So you had more groups contributing to
the goal. Now we have QMBs chartered to handlle the strate-
gic goals.”

Group accountability was mentioned by six organizations. The account-
able agents being cited were the ESG, QMB, and the goal groups. Two
organizations are using a hybrid system where individuals and groups
are held accountable based on the scope of the strategy. One organiza-
tion stated that accountability was not assigned other than to the sub-
organizations.

Establishment of a monitoring system

“One goal a week is briefed at Staff Call. It keeps the
progress toward those goals visible.”

The development of an accountability scheme does not ensure that the plan’s
implementation will progress. A monitoring system must be established to
ensure that the accountable agents are meeting their responsibilities.

ESG

“The ESG is the central point of contact for the plan. They
actually manage it.”

Eighteen of the organizations specified that the ESG or equivalent would
be responsible for tracking the implementation of the plan. With the
linking pin assigned to the QMBs and/or the goal groups, communica-
tion with the ESG is improved.

Individuals

“There’s a goaltender and a co-goaltender who have the
responsibility to see that the goal gets accomplished, and
they, ideally, would delegate to appropriate people or teams
to accomplish specific strategies or specific objectives.”

Those organizations that did not select the ESG as the tracking agent relied
on individuals (3) or had not progressed in implementation to this level.

Return To Table Of Contents
In Their Own Words



How were
resources

applied?

In Their Own Words

“What is the real link between strategic planning and perfor-
mance measurement systems and initiatives that are going on2”

Almost all organizations readily admitted that there is competition for
the resources. How the organizations chose to approach this competi-
tion, in part, formed a basis for their responses.

Direct Linkage

“[Resources were] a key element of our strategic plan. There
was an entire goal dedicated to resources and one of the key
areas or key outcomes of the strategic plan was to structure
and prioritize our resources to support our strategic plan.”

Thirteen organizations stated that there was or would be a direct linkage
between the budget and the strategic plan. Some of the interviewees
stated that the linkage would become firmer as requirements become
better identified. Resource management and use were common themes
throughout many interviews

No Linkage

“We did consider the cost and the manpower estimates of accom-
plishing the things in the strategic plan, but although those were
considered, | never let that affect what we were going to do.”

Seven organizations had no linkage between the strategic plan and the
budget. Some organizations did not have a Program Objectives Memo-
randum (POM) based budget. Resources necessary to accomplish im-
provements were requested from a higher headquarfers or nego’riated

.. with customers. Other
Percentages of Organizations

izati tated that
with the Strategic Plan linked to the Budget organizations stated tha

there was no anticipated

linkage because the

No budget levels would not
35% impact implementation.
The remainder of the
organizations did not
Yes

65%

respond to the question.
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How was
progress
measured?

What
outcomes
were
achieved?

e20e

“If you can’t measure it, you don’t know where you’re going.”

The need to measure progress is almost universally accepted. Only one
organization had not planned for the development of a measurement
system. The disparity comes in determining at what point the measure-
ment should be derived.

Eighteen of the organizations developed a measurement system. Of
those eighteen, thirteen were evaluating progress at the overall organi-
zational level. The remaining five organizations measured at the strate-
gic goal level or below.

Three of the interviewees referred to the fact that the measures selected
may not prove to be the best measures. This is in keeping with generally
recognized measurement theory.

There were 35 pages of transcript data on determining the success of the
strategic plan. Unfortunately, only a few interviewees provided any
substantive information on how the measurements were developed, how
they determined success, and what indicators of success were used. This
indicates the measurement systems were not mature or there is general

lack of understanding regarding measuring strategic plan attainment.

Three organizations cited singular sources (e.g., survey) for their mea-
surement system, indicating that the measurements might not attempt to

measure the whole organization from various performance aspects.

“Il would summarize by saying that [strategic planning] has
allowed us to proactively manage change. The botiom line is
we proactively manage change.”

The specific outcomes from strategic planning that are solely the result of
strategic planning are difficult to determine. Many organizations cited
factors such as their overall approach to quality, leadership style, and
other management aspects that contributed to positive outcomes. Out-
comes cited included a more cohesive organization, better communica-
tions, a more focused approach, and improved performance. The first
three outcomes are closely aligned with guiding principles. The last
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In Their Own Words

outcome, improved performance, more closely points to strategic perfor-

mance.

Cohesive organization

“Teamwork is the biggest oufput.”

Six of the organizations cited a more cohesive organization with better
team skills. This response was made not only about the strategic plan-
ning group but the whole organization.

Better communications

“What we had not anticipated was the tremendous strengthening
and improvement of communications among the management
teams. There are now people, who are working together on a
daily basis, who hardlly ever talked to each other before . .

Better communications is related to the more cohesive organization. Six
organizations found that the strategic planning process opened channels
of communications. This improved communications was generally cen-

tered between management groups.

More focused approach

“People are looking at reaching whatever our product is and
providing that, rather than focusing on their own day-to-day
activities.”

Sixteen of the organizations responded by saying that there was now a
more focused approach in conducting their business. Four stated that the
focus had shifted more to the future.

“This is the only place that | have ever seen that | actually start
thinking five fo ten years out.”

For at least two organizations, there was a perception that their future
focus was a broader focus, a less confined view of the organization.

“We do a lot of other things during the week that enhance the
overall productivity . . ..”
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What were
the lessons
learned?

022

Five organizations were focused more on attainment of defined elements

in the plan.

“| think the strategic plan, in the larger sense, has given us a
better focus on mission.”

Improved performance

“| think the organization is far more competent.”

Eleven of the organizations have determined that there is an improve-
ment in performance. This improvement is stated in terms like readiness

and productivity.

Strategic planning process

“This is tough stuff. Change always involves pain. People
generally resist change and want to avoid pain. So you have
to pound your head against the wall and just keep doing it.”

The interviewees were asked to provide lessons learned about their strate-
gic planning processes and what parts of the process they would change.
The responses have been categorized into seven areas. These areas are:

Leadership

“I underestimated my role as the Commanding Officer in
influencing the process.”

Fourteen organizations cited leadership as a possible key improvement.
Most often (eight responses), leadership needed to be more proactive in
the planning process. Related comments were made, such as the need
for a better definition of leadership roles and ensuring leadership’s

commitment.

Earlier and stronger efforts to secure buy-in

“You can’t underestimate the value of large amounts of con-
stant and recurring publicity.”
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There are two key elements in securing buy-in. One element is gaining
the wide participation during the development of the plan, which assists
in the deployment of the plan. Seven organizations stated that participa-
tion and buy-in were key. The other element is communications of the
plan, which was cited by five of the respondents.

Measurement

“The hard part is getting that plan, or process, to the point
where you're doing very significant measuring.”

While the majority of the organizations indicated that there was an
ongoing measurement effort, six organizations indicated that measure-
ment development would be an area for improvement. The need for
training in this area was cited by two organizations.

Momentum

“You have to keep the momentum going. You can’t walk away
from it for a month, then come back and do it some more.
You've got to keep going until it’s done.”

The need to keep the process moving from development to deployment
was stated by six interviewees. Two organizations offered that the ESG
would meet more often.

Realistic approach

“We were a little bit too ambitious . . . in order to have a
plan that really takes us to our goals, it’s going to require
more strategic thinking than we have put into it.

Five interviewees stated that the plan was too ambitious or that priorities
for the accomplishment of parts of the plan had to be developed.

Training and facilitators

“People don’t just wake up and say, ‘Boy, let’s do some
strategic planning—sounds great!” They need to be trained.”

There were ten comments regarding facilitators and training. These two

improvements were placed together because the facilitator can provide
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training on the strategic planning process. This need was cited four
times. Generally, the comments were supportive of the facilitators.
However, two comments were made that the facilitators drove the par-
ticipants to a false consensus.

Pre-work and assessment

“You have fo assess what your organization is and be clear
about the plan.”

Three of the interviewees did not feel well prepared prior to going into
the strategic planning session. Two other interviewees felt that more

assessment work was required.

Implementation

“I have found that implementing a strategic plan comes up
against so many existing paradigms that you must have time,
emotion, and energy to work through these things.”

In contrast to the development of the strategic plan, keys to success for
plan implementation are more limited. The keys to success the
interviewees cited were |eadership commitment, visibi|ify, communica-

tions, and a successful deployment.

Leadership commitment

“The top leader has fo set the tone and the standard and has
to provide the time and resources to those responsible for
implementing the plan.”

Leadership has to set the example. Many of the interviewee comments
revolved around using the strategic plan on a daily basis, making the
plan integral to the organization. Responses such as discipline, persis-
tence, and patience were given. The general thought is that the strategic
plan is a long-lived document which requires constant attention.

Visibility and communications

“Communications is absolutely necessary—absolutely essen-
tial to successful implementation.”
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Five organizations found that a successful implementation depended on
communicating the plan almost continually. Advertising successes was

mentioned by one organization as a viable means of communications.

Successful deployment

“Successful deployment depends on convincing people that
what you have is worth the time and the effort to implement it.”

Successful implementation depends upon a successful deployment. Six
organizations found that buy-in, an outcome of a successful deployment,
was key to the implementation of the strategic plan.

In keeping with the responses to earlier questions, issues such as re-
sources did not receive much direct attention. It is possible that resourc-
ing is an attribute of and demonstrated by a committed leadership.
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Conclusions

The responses to the interview questions between the two groups (lead-
ers and TQLCs) about actions and process steps were similar. The two
groups differed with respect to perceptions of success. The leaders were
more global in nature and tended to find success much more easily than
the TQLCs did. The TQLCs tended to focus on details that focused them
on anticipated difficulties. Personnel who were actively engaged in the
strategic planning process where more positive about the suitability of
the strategic plan and its benefits.

There appears to be adequate evidence that the DON strategic planning
process has been sufficiently defined to permit organizations to produce
a strategic plan. The majority of the organizations interviewed, including
some non-DON organizations, used the DON process. However, until
publication of the Strategic Management for Senior Leaders: A Hand-
book for Implementation, there was not a well-defined post-planning
process. The need for this handbook has been validated by the fact that
as the interview questions began to explore aspects of the management
process beyond development of the strategic plan, the interview data
became more abstract. This could have been the result of a lack of clear
guidance on how to best approach issues such as implementation and
measurement. The publication of Strategic Management for Senior
Leaders: A Handbook for Implementation should fill this gap and assist
leaders with their strategic management efforts.
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ParTicipaTing ORGANiZATIONS

Departvent of The Navy OrganizaTions:

AEGIS Training Center, Dahlgren, VA
CAPT Gary Storm, Commanding Officer
LCDR Mike Church, Total Quality Coordinator
Luke Miller, Technical Director

Branch Medical Center Oceana, Virginia Beach, VA
CDR V. M. Wilson, Commanding Officer
LT Matt Newton, Total Quality Coordinator

DASN Force Support and Families, Washington, DC
Yvonne Harrison, Former Deputy Assistant Secretary of the
Navy for Force Support and Families

Fleet Training Command, Virginia Beach, VA
CAPT Earl Fought, Commanding Officer
June Wolfe, Total Quality Coordinator

Headquarters Battalion, Headquarters Marine Corps, Washington, DC
COL Kephart, Commanding Officer
LCOL Robert Dozier, Executive Officer
Terry Adams, Total Quality Coordinator

Marine Barracks, Washington, DC
COL David Dotterrer, Commanding Officer
LCOL Mike Kessler, Executive Officer

Marine Corps Multi-Commodity Maintenance Center, Barstow, CA
Col. Larkin Conaster, Commanding Officer
Joann Bond, Total Quality Coordinator
Mike Burke, Total Quality Facilitator

Marine Corps University, Quantico, VA
COL Hoeft, Commanding Officer
LCOL Bud Meador, Total Quality Coordinator

Naval Air Facility, Andrews Air Force Base, Washington, DC
CAPT Randall Suratt, Commanding Officer
ATC Robert Chandler, Total Quality Coordinator

Return To Table Of Contents
29



Naval Air Station, Barbers Point, HI
CAPT Edward Waller, Commanding Officer
LCDR Lou Mosier, Total Quality Coordinator

Naval Air Station, Miramar, CA
CAPT R. L. Casey, Commanding Officer
Martin (Gene) Hepler, Total Quality Coordinator

Naval Dental Center, San Diego, CA
CDR Leary, Total Quality Coordinator

Naval Facilities Engineering Service Center, Port Hueneme, CA
CAPT John Collins, Commanding Officer

Steve Smuck, Total Quality Coordinator

Naval Reserve Force, New Orleans, LA
Jan Bowen, Total Quality Coordinator

Naval Security Group, Chesapeake, VA
CAPT Sharon Peyronel, Commanding Officer
CTMCS (AW) Patricia Nolan, Total Quality Coordinator

Naval Station, Mayport, FL
CAPT Scott Cantfil, Commanding Officer
Diane Shepherd, Total Quality Coordinator

Naval Undersea Warfare Center, Keyport, WA
CAPT Dennis Gibbs, Commanding Officer
Dallas Likens, Executive Director
Mike Kelf, Strategic Plan Leader
John Ebert, Total Quality Coordinator

Program Executive Office, Surface Combatants/AEGIS Program,
Washington, DC

John Kuesters, Deputy AEGIS Program Manager

CAPT Grey Glover, Chief of Staff

Shore Intermediate Maintenance Activity, Portsmouth, VA
CDR Paul Clausen, Jr., Commanding Officer
MRCS (SW) Elvis Jefferson, Total Quality Coordinator

Shore Intermediate Maintenance Activity, San Diego, CA
CAPT Gary Bier, Commanding Officer

Joyce Ward, Total Quality Coordinator
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Departvent of Defense OrganizaTtions:

Deputy Secretary of Defense, Personnel Support, Family, and Education,
Washington, DC
Carolyn Becraft, Deputy Under Secretary of Defense for
Personnel Support, Families, and Education

Military Entrance Processing Command, North Chicago, IL

COL Wanda Wood, Commanding Officer
LTC Dave Bartlett, Jr., Total Quality Coordinator

Other Governvient ORGANIZATIONS:

Center for Veterinary Medicine, Rockville, MD
Stephen Sundlof, D.M.V., Ph.D., Director
Dave Lynch, Total Quality Coordinator

Department of Agriculture, Organizational Development, Riverdale, MD
Dan Stone, Co-Director of Organizational and Professional
Development

Department of Education, Washington, DC
Alan Ginsburg, Director of Planning and Evaluation Service

Department of Energy, Office of Nuclear Energy, Science, and
Technology, Germantown, MD
Howard Rohm, Deputy Director, Planning

State of Utah, Salt Lake City, UT
John Cannon, Research Analyst, Office of Legislative Research
and General Counsel
Lee King, Director, State and Local Planning, Governor’s Office
of Planning and Budget
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INTERVIEW QUESTIONS

QuesTions for ThHe Senior Leader

1.

10.
1.

Why did you think it was necessary to do strategic planning in
this organization?

How did you develop your strategic plan? (i.e. What process
was used? Who was involved and how?)

How did you translate broad goal areas into doable actions?
(i.e. action plan development, time-phasing/prioritization of
implementation actions, resource estimation, etc.)

How did you communicate your strategic plan to the workforce
both formally and informally2 How did that strategy work oute

How did you communicate your strategic plan outside your
organization2 With whom and why?

How did you and your planning team establish oversight and
accountability for implementation actions? (i.e. How is imple-
mentation progress monitored2 How are implementation issues
or concerns communicated? Is there a central point of contact
for the strategic plan2 Who is managing implementation actions
and how are they being managed?)

Woas there any special effort to make resources (i.e., manpower
and/or money) available to help implement your strategic
plan2 (i.e., Was strategic planning linked to your budgeting
process? If so, how?)

How do you know if you are making progress toward the
accomplishment of your strategic plan2 How are you measuring
effectiveness? (i.e., How has senior leadership, management,
and workforce behavior changed? What evidence is there that
the guiding principles have been adopted?)

What has changed as a result of your strategic planning effort2
(i.e., What results have you achieved?)

What do you think contributes to successful implementation?2

What did you learn from your strategic planning efforts? (i.e.,
What would you do differently next time?)

Return To Table Of Contents
¢33



Questions for The Coordinator

1. How did your organization develop its strategic plan2 What
process was used2 Who was involved and how?

2. How were broad goal areas translated into doable actions?
(i.e. action plan development, time-phasing/prioritization of
implementation actions, resource estimation, etc.)

3.  How was the strategic plan communicated to the workforce
both forma"y and inForma”y? How did that strategy work out2

4. How was the sirategic plan communicated externally? With
whom and why?

5. How did the planning team establish oversight and accountabil-
ity for implementation actions? (i.e., How is implementation
progress monitored?2 How are implementation issues or con-
cerns communicated? Is there a central point of contact for the
strategic plan Who is managing implementation actions and
how are they managing them?)

6.  Was there any special effort to make resources (i.e., manpower
and/or money) available to help implement your strategic
plan? (i.e., Was strategic planning linked to your budgeting
process? If so how?)

7. What has changed as a result of the strategic planning effort?
What results have been achieved?

8. How do you know if you are making progress toward the
accomplishment of your strategic plang How are you measuring
effectiveness? (i.e., How has senior leadership, management,
and workforce behavior changed2 What evidence is there that
the guiding principles have been adopted?)

9. How has your organization’s strategic plan guided manage-
ment decisions?2

10. What do you think contributes to successful implementation2

11. What did you learn from your strategic planning efforts2 {i.e.,
What would you do differently?2)
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Project Team

Dr. Linda Doherty, DON TQLO, project sponsor
Ms. Denise Wells, DON TQLO, project manager
Mrs. Kathy Burks, Logicon Syscon, team leader
Mr. Ron Fleming, Logicon Syscon, analyst

Mrs. Cathy Goff, Logicon Syscon, editor

Mrs. Laurie Gavitt-Smith, formerly Logicon Syscon, analyst
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