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Section Five 

The planning process is essentially "how" the plan is developed�the means, 

the methods, and the sequence of planning activities. Typically, the process takes 

approximately nine months to complete and follows a rather rigid, linear course 

from beginning to end. But, unlike the discipline, which is altered only at the 

peril of seriously weakening the plan, the process quite often must be adapted to 

local conditions and requirements in order to achieve optimal effect. 

Yet, even so, the process must never sacrifice its necessary time-on-task, results-

oriented character. Never can it be waylaid by convenience or comfort. And, 

most important, apparent inconsistency in the process can never be allowed to 

cast doubt on the credibility of the plan itself. ideally, any modification in the 

process outlined here will be made and agreed upon before the actual planning is 

begun, and set forth as a formatted schedule to which all parties will adhere rig-

orously. Mid-course changes usually run the risk of both prolonging the process, 

diluting its substance, and losing credibility. The one cardinal rule of every facil-

itator and participant should be: "Trust the process." 

III 1.1.. 

The first, and sometimes the most difficult, decision to be made in the plan-

ning process is in regard to the facilitator. The necessity of a facilitator is a fore-

gone conclusion; no planning pro-cess can be accomplished successfully without 

this functionary. In fact, the quality of any plan uepends first and foremost on the 

personality, group management skills, and technical knowledge of the facilitator. 

The question is whether to use an external or an internal facilitator. That ques-

tion is not easily resolved because there is not a substantial body of evidence sup-

porting either side. In the private sector, most corporations find, all things being 

equal, that an external facilitator is more effective in challenging and moving the 

organization in new directions, as well as imposing the rigors of the planning 

process on those involved. Even so, most major corporations have a designated 

full-time "planner" on their staff. 

The decision whether to use an internal or external facilitator is strictly a local 

option, but it must be made carefully, without presupposition, in light of the 

advantages of either approach. 

Briefly, the advantages an external facilitator provides are as follows: 

1. The professional planner brings an objectivity to the planning process no 

one inside the organization can possibly c ..joy. And this objectivity is nec-

essary if the organization is to: concentrate its attention on the planning 

process as a serious project�not something someone is handling part-time; 

face up to critical or sensitive issues in a manner that strengthens relation- 
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ships and builds mutual self-confidence and esprit de corps; and subordinate 

personal wishes to the good of the organization. 

2. The professional planner is more adept at translating the strategic plan into 

action plans�the point at which most internal planners falter, That is true 

because no matter how strong the internal planner may be, he or she is still 

usually identified with his or her own operational responsibility, and usual-

ly bailiwicks don’t mix. 

3. The professional planner, while not a consultant necessarily, is generally a 

source of "cross-pollination," bringing with him or her to any one organi-

zation substantive ideas and techniques that have worked in other 

instances. His or her academic background, coupled with actual line expe-

rience, makes the external facilitator a valuable resource, a provocative 

catalyst, and a thoroughly unbiased judge of ideas and information. 

4. The planning process by its nature excites people and raises their expecta-

tions, so it is very important that the process chosen be the one that offers 

a guarantee of ultimate success. Participants may tend to be disappointed, 

even a bit cynical, about planning if the first attempt does not meet their 

expectations. 

5. In most instances, the professional planner becomes somewhat of a confi-

dant to the superintendent or chief executive officer of the organization 

and is able to assist him or her, through the planning process, in identify-

ing and developing management talent. 

6. Professional planners do not get paid if they do not produce, and they are 

more easily fired. 

The advantages of an internal facilitator are as follows: 

1. The internal facilitator is immediately available, so the process can be 

implemented at the convenience of the school district’s calendar. This 

planner is always present to ensure the long-term commitment to the plan 

and compliance with the discipline and process of planning. 

2. The internal planner is already on the payroll, so additional funds for plan-

ning do not become a major obstacle to beginning the process. 

3. The internal facilitator is in tune with local issues, concerns, and politics, 

and so may be able to suiJace critical matters that may be effectively hid-

den from an external facilitator. 

4. The internal facilitator knows all the players; and the players know the 

facilitator. Assuming a mutual respect and trust, rapport between facilita-

tor and participants might be more quickly established. 

5. The internal facilitator may have planning skills equal to any external 

facilitator, but that will be true only if the internal planner has had the req-

uisite training and the experience, as well as the commitment to planning 

as a profession. 

viol 



Five Important Basics 

Perhaps the most important consideration, however, is the internal facilitator’s 

own assessment of his or her role. To be effective, the internal facilitator must 

meet at least five basic criteria. He or she must: 

1. Report directly to the administrative or executive head of the organization; 

that is, the superintendent. 

2. Have been given the sole responsibility for strategic planning; that is, it 

must be his or her first job�not an additional duty, and not merely assist-

ing someone else who is the "planner." 

3. Have been granted the authority to impose upon the organization a rigid 

work process and to expect strict compliance. 

4. Have good group skills, a forceful person 1 ity, and technical knowledge of 

planning. 

5. Not value too highly job security. Planning is risky business. 

Some districts have found that the most effective facilitation is done by a com-

bination of internal and external facilitators. The external facilitator typically 

directs the overall process and is directly involved at the beginning and end of 

the process (first and second planning sessions); while the internal facilitator 

supervises the planning phase. 

No strategic planning project should be undertaken without first establishing a 

receptive climate. Corporate cultures and institutional bureaucracies are by 

nature resistant to planning because it threatens the status quo and it challenges 

personal security. Because school districts typically represent a kind of corporate-

institutional hybrid, it is doubly important that the design and intent of the 

strategic planning project, as well as the details of the planning process, be shared 

with everyone in the district. Special emphasis should be given to the fact that 

the process potentially will involve anyone and everyone in the district and that 

the process inherently contains safeguards against special interest dominance, 

political manipulation, and basic stupidity. 

The most effective communication regarding the planning project comes 

directly from the superintendent and may be accomplished quite well through all 

the existing methods or instruments. But the most effective way is a series of spe-

cial meetings around the district, beginning with the cabinet, to discuss and clar-

ify every aspect of the project. 
In addition to communication inside the district, the facilitator or superin-

tendent must wage an intensive effort to inform the community at large about 

the project. Information packages and interviews should be made available to all 

the local news media; and, if possible, presentations should be made to civic clubs 

and other appropriate community groups. Eventually, the strategic planning 

process will involve and affect the community, so general community awareness 

and support are invaluable. 
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System Capacity and Design 

Perhaps the most important consideration in preparing for planning is the orga-

nizations capacity not only to develop a truly transformational plan but also to 

implement its own plan. Surprisingly, many corporate as well as educational sys-

tems out-plan their ability to manage their own creation. The result, of course, is 

frustration and disappointment. 

The initial examination of system capacity should not be a detailed analysis of 

the various components of the system based on correct assessment methodologies 

or comparison and contrast with other exemplary organizations. Rather, it should 

begin with an explanation of the current and emerging philosophies regarding 

human systems�from the traditional corporate model to the natural systems of 

the "new age." There should be no attempt at this point to choose a specific 

approach�rather, merely to understand the various philosophies and their impli-

cations for the existing organization, and to begin serious thinking about future 

possibilities While the examination of capacity and design cannot be prescript-

ed, and while solutions at this early stage are premature, the conversation must 

deal at least with the two basic components of any organization�human beings 
and technology. 

Throughout this extended discussion one thing must be made clear: the strate-

gic planning process, not to mention the plan, will leverage the entire school 

district into an entirely new way of doing business. It can never go back to what 
it is. 

The first rule of gathering information regarding the organization and its cir-

cumstances is, "Don’t overdo it." Strategic planning is not research; it is, rather, 

decision-making based on adequate but not extensive information. In fact, strate-

gic plans are based more on the collective intuition of the planning team than on 

so-called hard data. A plethora of minutiae merely confounds. Research has 

become an end unto itself when it postpones or prevents decisions. 

Probably the most effective and efficient way to format organizational infor-

mation for planning in any organization is "vital" signs. Any human organization, 

like any human body, has certain health indicators that, when taken together, 

become a reasonably accurate profile of the organization’s total condition and a 

predictor of its potential for better or for worse. Any professional educator could 

suggest impromptu a dozen or so such indicators, so there is nothing either reve-
latory or inclusive about the following list: 

� Funding history and prospect 

� Enrollment history and projection 

� Achievement scores 

� Pupil-teacher ratios 

� Expenditure per student 
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� District demographics 

� Staff profile 

� Salary and benefit comparisons. 

Assuming that the organization is developing a five-year plan, each vital sign 

should be tracked back for the previous 5 years and then trendline projected 5 
years into the future. These data will serve during planning as reference points to 

reality. 
Also, if deemed significant, some more qualitative data may be helpful in 

assessing the less tangible, but equally important, aspects of the district. In no 

instance should research information or data be allowed to constitute a decision 

The Planning Team 

Other than the facilitator, the planning team is the most important factor in 

the planning process. It is this group that will establish the aspirations and com-

mitments of the organization for years to come and that will monitor, from time 

to time, the organization’s performance toward the plan. Team membership car-

ries with it great honor, but also equally great obligation. 

The team must have four characteristics, all equally important. First, it must be 
in composition both strategic and operational, with reference to the organiza-

tion’s design. That is, it must by its very makeup mirror the nature of the plan-

ning process itself. The entire planning process is a demonstration of the second 

basic principle of decision-making; specifically, that the strategic must be vali-

dated by the operational and the operational must have strategic context for 

meaning. The planning team must reflect the .me kind of symbiosis, in that it 

must be made up of people who have "strategic" responsibility as well as people 

whose responsibilities are "operational." Exactly where the line of demarcation 

falls is an academic question. Practically speaking, those drawn at the top of the 

traditional organizational chart are "strategic"�they are charged by position 

with establishing overall direction, policies, objectives, and the deployment of 

resources. Those toward the bottom are more or less responsible for implementa-

tion. The planning team has no formal organizational structure and operates 

without a chairperson. The facilitator must provide that function. 

Because the team is indeed one for "strategic" planning, the team membership 

will usually be skewed toward the strategic. Typically, one-third to one-half of the 

team members will hold strategic responsibilities positions in the organization. 

That emphasis is not only proper; it is necessary. 
Second, the planning team must represent every component of the school 

community. For example, it should include representatives from: administration 

of every building level, depart-ment managers, certified staff from each level (and 

discipline, if possible), classified staff, community, parents, teachers union, and 

students. The word "represent" is used here with a very qualified meaning. The 

team members do not represent their constituents in any political or local sense. 

They are a part of the team because they are representative of certain values and 
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perspectives that must be taken under consideration if the strategic plan is to be 

indeed comprehensive and if it is to garner support from throughout the school 

community. 

Third, the planning team must be manageable in size. Typically, the planning 

team consists of twenty to twenty-five members�no more. Usually, in a school 

district, they are selected from volunteers by the superintendent and the board 

president with the advice of the facilitator. Selection from volunteers, of course, 

presupposes that the entire school community has been provided adequate infor-

mation regarding the purpose and process of the planning activity. The drafting 

of participants is also appropriate and sometimes necessary to ensure depth and 

breadth of the team. 

As the selection of members is being made, one other required characteristic of 

the team must be kept paramount�the personality mix. In most districts, it 

would be possible to put together any number of teams that would meet the strict 
composition requirements. But mere mechanical ordering of types will guarantee 

fail-ure. Ultimately, the planning team will develop its own culture, so it is of the 

utmost importance that each member be (1) a person of good will, (2) articulate, 

and (3) willing to pursue consensus. In the end, there can be no special inter-

ests�only common interest; and defensiveness must give way to decision. In 

fact, the fourth characteristic of the team is that it is made up of people who are 

willing to subordinate their own special interests and personal interests to that of 

the district and the students it serves. After all, consensus is based not on con-

cession, but on conscience. 

The First Planning Session 

The most significant activity during the entire planing process is the first plan-

ning session. During this two and one-half to three days, the planning team 

develops every component of the planning discipline except the action plans. 

Essentially, whatever results from this meeting becomes the plan. And even 

though everything about the plan is still subject to development and testing by 

the action teams and to approval by the board, each part of the discipline must 

be approached and concluded with the assumption of finality. 

That means that the components of the discipline (beliefs, mission, policies, 

internal analysis, external analysis, critical issues, objectives, and strategies) can-

not be seen as independent or non-sequential entities�but rather as a progres-

sive, logical thought sequence through which the whole plan evolves. This 

sequence must be strictly transformed into the meeting agenda. To alter the order 

of thought is to risk compromising both the integrity and effect of the plan. 

While it is desirable, even necessary, to vary the working organizational arrange-

ments of the team, the rational and creative processes, as well as the pace, it must 

be remembered that unjustified variations or mere cuteness quickly results in dis-

traction and confusion. It also should be noted that, while complication may be 

a necessary precondition of simplification, simplification is not a necessary con- 
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sequence of complication. 

Facilitation of the Team 

The most important function of the facilitator is keeping the team true to the 

planning discipline. Another sure sign of an amateur facilitator is trusting one’s 

own genius rather than the discipline. The simple fact is, the discipline does not 

fail; facilitators do. 
The second most important function of the facilitator is to keep the team’s 

attention focused on the tasks at hand. The initial planning session must be an 

isolated, high-intensity, time-on-task concentration of intelligence, energy, and 

emotion. Experience has proved that far more can be accomplished by this 

method than by any number of traditional committee meetings held conve-

niently over several months. Forcing the proceedings into the strict time limita-

tion of thirty to thirty-six hours over three days achieves several results critical to 

good strategic planning: 

1. The total mental saturation with every aspect of the district has a way of 

compelling coherence in thinking and also of sparking new thoughts, thus 

guaranteeing vision. 

2. The sense of urgency imposes a necessary judgment on the importance of 

issues and concerns and separates out those that are not critical to strate-

gic planning, thus engendering boldness. 

3. The ardent, prolonged group interaction, along with fatigue, raises the 

deliberations to a level generally void of pretense, intimidation, and self or 

special interests, thus assuming sincerity. 

4. Time for political manipulation is not available, thus ensuring credibility. 

5. The return on effort is manifestly superior to expectations, thus compelling 

implementation. 

The facilitator must be a stern, yet congenial�even charming�taskmaster, 

exacting compliance to both schedule and group processes, never arguing, never 

doubting. The facilitator, without becoming overbearing or suppressing partici-

pation, must establish from the start his or her control over the group and must 

maintain that control throughout the planning session. The best control is the 

facilitator’s own example of disciplined behavior and thinking, and commitment 

to the common purpose of the group. Facilitation is not a role for autocrats, 

bureaucrats, wimps, or pompous poseurs. 
The facilitator is, in the highest sense of the word, a "leader;" the role is best 

served by those who by dint of their own character, commitment, and personali-

ty compel others to follow. Unfortunately, anyone who is or who is considered 

"The Boss" (the superintendent, for example) usually is not effective as a facili-

tator. The authority invariably gets in the way of both full expression and group 

consensus; and these two things are vital to the initial planning session. 
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Challenge and Orientation 

The initial planning session is best begun with an evening session, perhaps 

after dinner, in which the facilitator presents briefly both the ’why" and "how" 

of strategic planning. Typically, the discussion of the urgency for planning will 

address the various, somewhat global aspects of change, such as: the transition 
from the information age to the age of biotechnology, the transformation of val-

ues, increasing competition in a free market, and evolving demographic trends. 

The object of this presentation is not as much to inform as to stimulate an appre-

ciation of the scope and possible implications of strategic planning; not to fright-

en or discourage, but to excite with the discovery of opportunity. After all, the 

best strategic plans come out of aspiration, not desperation. 

The discussion regarding the "how" of planning typically first establishes the 

basic philosophy of planning; that is, the planners are causes and not effects. The 

planning team members must feel that they are indeed "change agents." 

Then the discussion should provide a brief explanation of both the complete 

process and the discipline, with particular emphasis on the role of the planning 

team. The team should know .bat it is a recommending body without official 

authority beyond the strength of its own recommendations. Yet, its members 

must realize the necessity of reaching definite conclusions and providing specific 

direction for the district. The mere generation of options does not constitute 

planning. And, finally, the planning team should be made to understand the 

absolute necessity for an open, honest, participatory approach to its task. 

Developing the Components of the Plan 

The actual process of the initial planning session depends primarily on the per-

sonality and skill of the facilitator, and secondarily on the personality and skill of 

the team. And the facilitator must seek constantly to adapt each to the other, not 

merely as the dynamics of the process require, but especially as the process offers 

opportunity for mutual growth The best plans evolve correspondingly with the 

growth of the team toward unity of purpose and effort. 

Even so, the entire process must have an overall rigid structure to assure both 

efficiency and effectiveness. The structure has four dimensions: group sets, group 

processes, decision-making processes, and timing. "Group sets" refers to the sub-

organization of the planning team into at least two variations (or sets) of groups. 

For this purpose, the group size should be not fewer than five persons, no more 

than seven. The ideal number is five. And the sets, insofar as possible, should 

provide a complete differentiation of group memberships. 

"Group processes" refers to the progressive interaction of the members of the 

group toward its objective and the roles that individual members play in the 

movement of the group (group dynamics). It is extremely helpful if the facilita-

tor can recognize and respond appropriately to the various roles that people play 

in a group: building, maintenance, and blocking (Appendix One). "Group 

82 



processes" also refers to the manage-ment style demonstrated by the group. It is 

assumed that all groups will naturally assume a participative style; however, if the 

group shows signs of succumbing to an autocratic personality or of deteriorating 

into laissez-faire confusion, the facilitator must provide immediate and pointed 

counseling. The facilitator must constantly, yet unobtrusively, monitor the work-

ing groups in order to guarantee their good progress. Usually, a gentle reminder is 

enough to get wayward groups back in concert. 

COMPONENT GROUP SET’ GROUP PROCESS EFFECTIVE DECISION- 

MAKING PROCESSES 

TIME 

(FlouRs) 

Beliefs 5/5 (A) Individual to Brainstorming 8-10 
group to team Analysis Synthesis 
consensus 

Mission 5/5 (A) Individual to Visualization 2-3 
group to team Divergent & lateral 
consensus thinking Lists 

(Mission Consensus Assimilation Variable 

Refinement) Synthesis 

Parameters 5/5 (A) Consensus Brainstorming 2-6 
Analysis 

Internal 5/5 (B) Individual to Analysis 3-5 

Analysis group to team 
general agreement 

External 5/5 (B) Group to Analysis Induction 4-6 

Analysis team awareness Deduction Divergent 
thinking 

Objectives 5/5 (A) Group to Force-fit Lateral 2-4 
team consensus thinking Visualization 

Strategies 5/5 (A) Group to Convergent 3-4 
team consensus thinking Visualization 

’Based on a learn of 25 

"Decision-making processes" of course refers to those commonly accepted 

rational and creative approaches to either creating or discovering decisions. The 

traditional rational methods are induction, deduction, and analogy. Among the 

most popular creative methods are brainstorming, morphological analysis, force 

fit, brain-writing, visualization (excursion), lists (attributes), lateral thinking 

(challenge), and convergent and divergent thin1ing. The planning process, by its 

nature, demands the extensive use of the creative approaches; however, the cre-

ative, if it is to be realized, constantly must be tested, supported, and ultimately 

proved by the rational. When creativity outpaces innovation, the plan drifts 

away into fantasy. 

"Timing," of course, refers to the order and time limit to which each group task 

must be subjected. Only one task is exempt; and that is the refining of the mis- 
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sion statement, if necessary, by an ad hoc group formed by one member from each 

of the subgroups. That particular group or groups, works separately from the other 

proceedings and continues until the total planning team is satisfied with the 
statement. 

The chart on the previous page depicts the overall group management recom-

mended for developing the components of the planning discipline. 

Communicating the Plan 

The success of a strategic plan depends upon its credibility among the total 

organization. The best way to guarantee that credibility, assuming the efficacy of 

the plan itself, is immediate, full, and open presentation of every component of 

the plan as it has been drafted by the planning team to everyone involved in the 

organization. Quite likely, even prior to the selection of the planning team, the 

strategic planning project received considerable publicity both inside and outside 

the organization. And the initial planning session created a great deal of inter-

est, curiosity, and perhaps even some anxiety. So the sooner the results of that 

session can be made public, the better. 

In larger districts, this is accomplished internally by a series of round-robin 

meetings at strategic locations. In smaller districts, perhaps a single presentation 

at a general convocation is more appropriate. The facilitator or the superintend-

ent, or both, should make the presentation. It is highly desirable that a hoard 

member from the planning team and other team members be present. 

Every component of the plan, exactly as developed by the planning team, 

should be shown (by overhead projector) and discussed; usually it is not general-

ly distributed. After all, this is a draft of the plan, and as such should not be sub-

jected to mass undisciplined scrutiny of its particulars. The ensuing process will 

allow for full examination and critique, but in appropriate ways and by responsi-

ble people. A general distribution at this point runs the risk of ideas and state-

ments being taken out of context and thus distracting productive effort in incon-

sequential wrangling over detads. 

If the decision is made to distribute the plan, as some districts have done, only 

the beliefs, mission, policies, objectives, and strategies should be disseminated�

never the internal or external analyses. 

A special courtesy presentation of the plan should be made at this time to the 

board of education. However, this presentation is for its information only. It must 

not be taken as an occasion for the board to critique, approve, or disapprove. The 

board must willingly suspend its judgment until the plan is complete in every 

respect and is submitted in final draft for approval. (For more suggestions for 

communicating the strategic plan, see Appendix Seven.) 
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Building Action Teams 

The communication of the plan to the various constituents of the organization 

is necessary not only to guarantee the immediate and accurate flow of informa-

tion, it also serves as an opportunity to solicit members for the action teams. At 

each presentation of the plan, the facilitator should discuss the formation of 

action teams (one for each strategy), the teams’ critical role in the development 

of the plan, and the manner in which the teams will he selected. At the conclu-

sion of each presentation, the opportunity should be provided for persons to vol.- 

unteer to serve and to express a preference as t" strategy assignment. The facili-

tator may also find it desirable to actually ’conscript" certain people to serve on 

the team. 
When all the names and preferences are collected, the planning team (or, more 

likely, an ad hoc group from the team) meets to put together the action teams and 

to designate the action team leaders. Of course, they should honor individual 

preferences as much as possible, but the main purpose of this exercise is to build 

strong, objective, committed teams who are a sort of "mini" version (typically, 10 

to 25 members) of the planning team itself. Here again, the credibility of the 

planning process is of paramount concern. For that reason, members of the strate-

gic planning team may serve on action teams, but should not be action team lead-

ers. Also, teams obviously dominated by special interests or riddled with per-

ceived incompetence are automatically suspect and, consequently, disregarded by 

others in the district. 
The final action teams’ membership and leadership should be approved by the 

superintendent and the board. 

The action team phase of the planning process is critical to the strategic plan. 

In fact, this is probably the most important phase of the planning process. It is 

during this time that specific, operational plans of action are developed to im-

plement the strategies. A failure here means a failure of the strategy. The action 

teams will not implement the plans, but the plans they develop will contain such 

specific detail that they can be easily carried out when operationally assigned. 

That means that the plans cannot be just "plans to plan," but outlines of specif-

ic, detailed actions necessary to accomplish the strategy. Typically, each strategy 

will require three to four dozen plans. 
The action reams begin their work only after the facilitator has provided the 

team leaders, usually as a group, with comprehensive and detailed instruction 

regarding the action teams’ responsibilities. Usually accomplished in a three-to-

six-hour session, the instruction includes: (1) the role of the action team leader, 

(2) the relationship between the strategies and the action plans, (3) an explana-

tion of the action plan form, (4) an explanation of cost-benefit analysis, (5) the 

relationship of the action teams to the planning team regarding final approval of 



the action plans, and (6) the time commitment usually required (typically, thir-

ty hours of meeting time�at convenient intervals of one-to three-hour ses-

sions�plus an indeterminate amount of time outside meetings). If specific train-

ing or instruction is required by any or all of the team leaders, the facilitator 

should see that it is provided as soon as possible. For example, quite often the 

facilitator will recognize a need for training the team leaders in group processes 

or decision-making. 

It is particularly critical that the action team leader understand that the action 

team must honor the strategy exactly as it is written. That is, the action team 

must accept the strategy with the full intention of making it work�not with the 

intent to change or eliminate it. However, if it turns out that, after demonstrat-

ed good faith effort, the strategy must he altered, then the action team is duty-

bound to make the appropriate recommendations to the planning team through 

the facilitator and, upon approval, proceed to develop the revised strategy. 

The first meeting of each action team should produce a general time line for 

the team’s activities, an outline of possible action plans they will pursue, and any 

internal organization of the teas according to tasks. Notes or minutes from this 

meeting and all subsequent meetings should be forwarded to the facilitator. The 

teams will be allowed to steer a rather independent course, adopt their own man-

agement style, and conduct their activities at the convenience of the group. Each 

team should be encouraged by the facilitator to work in isolation from the other 

action teams; there should be no attempt to coordinate or merge activities or 

plans. If any consolidation is appropriate, it will be done by the planning team at 

its second session. 

During the three or four months the action teams are at work, the facilitator 

must effectively monitor, discipline, stimulate, and support the teams’ efforts. 

Some of the ways the facilitator functions during this time include: (1) coordi-

nating meeting times and places for all teams, (2) providing various clerical and 

other support services, (3) arranging for release time or additional compensation, 

and (4)  being available to answer specific questions or provide personal assistance 

when necessary. Most importantly, the facilitator must meet formally with each 

team (or team leader) once each month to assess progress and to project upcom-

ing requirements. Finally, the facilitator must ensure that the action plans and 

cost-benefit analyses submitted by each team are in the appropriate form for sub-

mission to the planning team. 

At the conclusion of the action planning phase, the planning team conducts 

its second and final session (two to three days) to put into draft form the com-

plete strategic plan. This session does not demand the physical isolation that was 

so crucial to the first session; nevertheless, the meeting should be held off-cam-

pus at some convenient, neutral site. Nor does the intensity of this meeting equal 

that of the first. The pace is slower, more deliberate, but still subject to the disci- 



pline of a fairly strict schedule. 
The first order of business is to review all the action plans that have been sub-

mitted by the action teams. Ideally, the members of the planning team have each 

received a complete package of the action plans, along with evaluation forms, at 

least one week before the session; so the review should proceed apace. To facili-

tate the review, each action team leader makes a scheduled appearance (one hour 

or so) before the planning team to clarify, explain, or justify the team’s recom-

mendations. The team leaders do not attend any other portion of this session. 

Usually, the planning team is well advised to withhold any comment on, and 

especially any evaluation of, the plans until all have been presented by the action 

team leaders. Reserving judgment saves time and ego and contributes mightily to 

the quality of the final product. 

After all presentations have been made, the planning team then begins its 

assessment of each plan and through consensus makes a final disposition of every 

one. Since the planning team alone is ultimately responsible for developing a 

realistic, visionary strategic plan, the team has several options regarding disposi-

tion of any and all of the action plans: 

� It can accept a plan carte blanche. 

� It can reject a plan outright. 
� It can send a plan back to the action team for revisions. 

� It can reject any part of a plan and accept the rest. 

There are two things the planning team can-not do. The first thing the plan-

ning team cannot do is put any plan on hold; each and every one must be dealt 

with by some definitive action. The second thing the planning team cannot do 

is change or add to an action plan; planning teams do not write action plans. 

In addition to reviewing and selecting action plans to support the strategies, 

the planning team usually finds this an appropriate time to review again every 

component of the plan (starting with beliefs) just to confirm its own satisfaction 

with the content and coherence of the total plan. 

The final task of the planning team is to develop a recommended schedule of 

implementation for the strategies and plans, including a year-by-year cost pro-

jection. Usually, this is put in rough draft by the entire planning team, refined by 

a smaller ad hoc group working with the finance director, and approved by the 

entire team before submission to the board, via the superintendent, as a part of 

the plan. 
As with the first planning session, the planning facilitator is the person who is 

responsible first, for moving this planning session to the necessary ends; second, 

for the construction and validation of the implementation and cost schedule; and 

third, for transforming everything into a final draft ready for board consideration. 

One critical point: Prior to submission of the plan to the board, the facilitator 

must observe two serious matters of protocol, if not obligation. The first is the 
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appraisal of all the action teams as to the final disposition of their recommenda-

tions, and the dissolution of the teams. This can he accomplished most easily by 

a review meeting with the action team leaders who in turn can inform their 

respective teams and, at the same time, announce the dissolution of the action 

teams. The second responsibility of the facilitator is the submission of the total 

strategic plan to the superintendent for his or her final review before presenta-

tion to the hoard. This should he a mere formality because of the superintendent’s 

active involvement in every part of the planning process, but the plan should not 

he submitted to the board without the commitment of a formal endorsement by 
the superintendent. 

Sometimes the presentation of the strategic plan to the board is made by the 

facilitator at the behest of the superintendent, usually in two study sessions. Of 

course, both the planning team and the action teams should be encouraged to 

attend these sessions, but only the planning team should be granted the status of 

"official" access to the hoard, and then only in response to board inquiry through 

the facilitator. There must not be any direct interaction between the board and 

individuals speaking as action team members. The plan under consideration is 

the property and the recommendation of the planning team and should be dealt 
with accordingly. 

Very seldom does a board significantly alter any portion of the plan. That is not 

to say that it merely "rubber stamps" it, but its quick and full approval is merely 

evidence of both the quality of the plan and the effective communication that 

has existed throughout the entire process. It is the facilitator’s job to make sure 

the board is neither painted into a corner nor surprised. 

Implementation 

Most strategic plans that fail do so at the point of implementation. The whole 

intent of strategic planning is to translate strategic intent into strategic action, 

but that inevitably proves to be an exceedingly difficult and sometimes impossi-

ble undertaking. It is so for a variety of reasons: inertia, resistance, operational 

distractions, and confusion of responsibilities�just to mention a few. 

The first requirement for successful implementation, assuming a workable plan, 
is the emphatic and relentless support of the plan from those with strategic 

responsibilities, particularly the chief officer. Strategic plans rise and fall with the 

leading of the superintendent. The superintendent must view strategic planning 

as the over-arching schema that provides the context for all existing and pro-

posed activities within the district, and everything must be judged by its contri-
bution to the current plan. 

Furthermore, in an even larger context, the superintendent and board, proba-

bly along with others�administrators, teachers, students, parents�must begin 

to make serious judgments as to the kind of organization design most appropriate 

for the district. Of critical concern, of course, is the question as to how and where 

decisions are made. One approach to issue is simply to create an organization 
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design based on whatever premise and then bring everything and everybody into 

compliance with that form�a la the corporate model. A far better approach is 

the creation of a system whose organization is dynamic, flexible, undrawable. 

This concept makes organization a means, not an end. It can be accomplished 

only through the practice of mutual expectations, conscientiously established 

and religiously followed. 
So, the second essential requirement in translating plans into action is the 

thorough fusion of the action plans into the mutual expectations of all person-

nel. This process achieves two results, one quite serendipitously. The first, obvi-

ously, is that every action plan is taken by someone for implementation; the sec-

ond is that, if properly structured, the process offers an excellent means of devel-

oping objective performance standards and consequent performance evaluations, 

rather than the sneaky, subjective mishmash which passes�so often argumenta-

tively�as employee evaluation. The first is the concern of the facilitator. The 

second should be the concern of the superintendent because, if properly carried 

out, the resulting accountability system would ensure that everything done in the 

district is consistent with and supportive of the district’s mission and objectives 

and can be assessed in terms of its contribution thereto. At this point strategic 

planning becomes strategic organization. 

Admittedly, this approach is not very popular in organizations given to process 

rather than results. One bright, young high school principal, when confronted 

with the prospect of account-abilities, remarked to his colleagues, "I will not 

write down anything today for which I will be held accountable later." This com-

ment may reveal more about the plaintiff. Without strict mutual expectations, 

the strategic plan very quickly becomes a mere adjunct to ’normal" operation, 

and action plans assigned otherwise are usually considered just one of many 

"other duties as assigned." Quite simply, as the high school principal stated, noth-

ing will be done. 
There is a real, philosophical debate over the use of mutual expectations in this 

fashion. One significant body of opinion holds that job descriptions of all admin-

istrators should be fast and secure in a filing cabinet, the strategic plan in anoth-

er; and that the two should never meet. The fact is that, unless one is translated 

into the other, via prior mutual expectations, there exist neither accountability 

nor strategic plan. 

The most effective, though not least painful, way to accomplish this is through 

the use of a very simple form which identifies four aspects of each person’s job: 

(1) all job components, (2) results or rationale associated with each component, 

(3) performance expectations in each result area, and (4) the system support 

required to accomplish the specific expectations. (See Appendix Five) 

The development of these expectations should proceed, under the direction of 

the facilitator, like this: 
� Specific action plans are accepted by the appropriate person (this step may 

be accomplished at any time in the process). 
� Each person, with the assistance of the planning facilitator, identifies what 

should be his or her own job components�the total range of domain and 

relationships. 



� Each person states the basic rationale (results) associated with each compo-

nent, in measurable, demonstrable, or observable terms. 

� Each person identifies the specific performance expectations in each result 

area, being careful to note when applicable the specific action plan to which 
the objective applies. 

� Each person negotiates to establish specific "prior mutual expectations" of 
individual performance and system support. 

Periodic Updates 

Once the expectations are agreed upon, then quarterly reviews should be held 

to assess both individual performance and the progress of the plan. These reviews 

should be conducted for all persons by all those involved. But the purpose of the 

reviews should not be to "eval.ate" performance in the traditional sense of the 

word; it is, rather, to adjust performance to the expectations and, if necessary, the 

expectations to the performance. It must always be remembered that any evalu-

ation of a person’s performance is an evaluation of the whole system. 

Effective quarterly reviews are the most expeditious means of both realizing and 

controlling the strategic plan. If these reviews are properly structured and carried 

out, the superintendent, the facilitator, and everyone else in the district will 

know at any given time the status of any given action plan and its strategy. That 

allows the superintendent and other administrators, including the board, to man-

age to the strategic plan, and that is tantamount to the total concentration of 

effort on the mission and objectives of the district. And that, after all, is what 
strategic planning is supposed to be. 

Strategic planning is not an event; it is a way of life for any successful organi-

zation. That is why periodic updates of the strategic plan are vital not only to the 

plan but to the organization itself. In fact, the first annual update is the most 

important part of the planning process for several reasons. First, the fact that it 

occurs represents a genuine commitment to strategic planning; so, if there is any 

lingering hope that it might simply go away as other fads, that notion is dashed. 

Second, by subjecting the plan to a new reality, it achieves a re-validation of pri-

orities and is strengthened in credibility. Third, because much of the plan will 

have been already accomplished, it generally gains a narrower focus which means 

even more intense concentration of effort on probably even more significant 

objectives. And fourth, the first update should be scheduled to allow the plan-

ning pro-cess to get in sync with the budgeting process; so, from this year on, the 

organization should be able to budget its plan, not plan its budget. 

The process of the updates is very similar to the initial planning session. The 

original planning team, or a reasonable facsimile, meets for two to three days in 

seclusion and, under the guidance of the facilitator, follows a slightly modified 

version of its first session. The same components of the plan are addressed; the 

major difference is that components are developed in a different order. Typically, 
the annual update proceeds as follows: 
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I . Internal analysis (with emphasis on the changes in the past year and 

anticipated changes during the next year) 

2. External analysis (with emphasis on changes in the past year and 

anticipated changes during the next year) 

3. Critical issues 

4. Review of beliefs 

5. Review of mission 

6. Review of parameters 

7. Review of objectives 

8. Review of strategies. 
Of course, as the reviews are conducted, revisions, deletions, and additions are 

made as appropriate. 

Should additional strategies he written, as they most assuredly will be, they are 

assigned to action teams, as before, for development. The process from that point 

through implementation is merely a condensed version of the first, managed for 

the most part by the planning facilitator, but made operational as soon as possi-

ble. 
If the process of strategic planning is viewed thus as both linear and cyclical, 

the concept of strategic organization becomes a reality; and the driving force of 

the system becomes its own intent. Some say it’s risky business; but it’s not half 

as risky as the alternative. (See Appendix Two) 
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