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Key Success Factors

When used effectively, the strategic planning processes have a few consistent characteristics.  At the highest level, there are three indicators that will tell us if our planning is likely to result in success for our organization:

1. Do we have an understanding of the definition of success?
2. Do we know who we are? What are our identity and our mission?
3. Does the strategic plan drive us to manage to result? Does it drive our activities to a line of sight with our definition of success? 

Right to Left Thinking

In order to succeed, we will need to begin our journey by thinking about where we want to go.  The concept of left-to-right thinking is used to illustrate this.  The below illustration provides a visual representation of this concept. (a copy of this illustration is also provided at the end of this document)
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Figure 1 - Right to Left Thinking

This illustrates the need to understand where we are going before we begin to design and deploy projects or initiatives.

The result of this approach is a process that resolves into major phases or steps.  These phases are:  
1. Foundation

2. Future State Design

3. Map the Gap:  Imperatives and Initiatives

4. The Journey

Below is a visual depiction of this process with some subset elements shown:
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Figure 2. High-Level Strategic Planning Process

Foundation

The foundational items are the context within which we build the plan and achieve success.  

Identity and Definition of Success

These are both leadership issues.  They tell us who we are, what we are trying to be and how we will know whether we are succeeding or not.

Current Situation Assessment 

This is the environment in which we exist.  It is largely factual in nature (though not entirely as perception and management are often the same things).  In this assessment, an SWOT analysis is frequently used. We must understand where we are as an organization, what we are capable of, and what factors impact, constrain, or facilitate our success.

Future State Design
In this phase we describe the state which our organization must achieve in order to fulfill the requirements of our identity as well as fulfilling our definition of success.  The primary components are:

1. Description of Future State.  This is a general description, almost an elevator speech of what we are and how we look

2. Capabilities/Competencies/Results.  This is a much more detailed description of the things we will be capable of, excellent at, and what we are actually achieving in our future state.  At this point we determine and triage for organizational Critical Success Factors and Imperatives.
3. Operations Model.  How do we operationally achieve this? 

4. Organizational Model.  Based on the operations model, what is the optimal organizational structure to achieve our goals?

Map the Gap

In this phase we clarify the gap between where we are and where we have chosen to be and we identify what will need to happen to bridge that gap.

1. Specific Current State.  In terms our future state capabilities, competencies, and results, where are we now?  This is a more specific and detailed look at the current state and will allow us to define and quantify our required initiatives and activities.

2. Gap Analysis.  We determine how big a bridge we need to build

3. Imperatives, Initiatives, Investments.  We come to understand the things we will need to do in terms of specific goals and objectives and the programs, projects, etc. that will be necessary to bridge the gap.  We also prioritize and discover the critical threshold level for success as defined above.

The Journey

In this phase we get down to the nuts and bolts of how we make it happen.

1. Alignment of Resources.  We align the resources we have to apply to the work with the things we need to achieve and we make decisions regarding resource based execution.  The standard triad of time, cost, and quality will be utilized heavily in this step.

2. Plan Creation.  We develop the actual mechanics of the plan

3. Line of Sight Execution.  We implement the plan with the necessary metrics and monitoring tools to assure continual and active steering and connection to our desired end state.
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