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BY BOB HARRIS, CAE

IMAGINE PREPARING FOR months to
plan the leadership retreat. You've
convinced busy volunteers to chart a
course for the organization.

Assume you're at the retreat and
during the first hour you see the board
chairman glaring at you; you notice a
few members doodiing; and the exec-
utive officers are looking at you with
angst.

You interpret their body language
correctly as, “Don't you know the value
of our time?" As the CEO you wonder
if strategic planning (or the facilitator)
was a mistake.

To avoid this scenario, break down
the planning process into three phases

- before, during and after.
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A strategic plan is a roadmap to guide the organization, the leadership and staff. It offers a
message that the organization has a worthy mission and goals to fulfill. With no plan, volun-
teers and staff tend to wander from crisis to crisis

Break down planning into three phases: Before, During and After. Before will require 60 days.
During may take one or two days. After requires about 30 days.

REFORE

“Before” concerns the determination to create a plan and answers critical questions leading
up to the retreat.

Who should participate? A planning session with too many people bogs down the process;
too few people and you miss the diverse input. An ideal number at the table is about 20 persons
- a manageable group, allowing input by everyone. If your board is small, consider inviting
other stakeholders such as chapter representatives, key committee chairs, younger members and
senior staff members. One of the traps of planning is to exclude the staff that can offer valuable
information and can benefit from the discussions.

Where to do the planning? Interruptions such as phones are planning distractions. Find a
relaxed setting away from familiar offices. Just the act of driving an hour away and being in a
new environment is a catalyst for good planning.
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How long should it take? Most plans
are condticted in a day or two. it is ideal to Strategic Planning Process
begin one day, take a relaxing break that (90 Days Start to Finish)
night, and return to finish it the next morn-
ing. Three-day retreats ask a lot of busy lead- F ]
ers. More often, organizations are asking if Before: After
planning can be done in a few hours. Discuss (Pre=Planning) ;:(Post-Plannlng)
with the leadership how much time they Phase | — 60 Bays iPhase fil - 30 Days
have to contribute and if they prefer one,
two or three days. The shorter the allotted
planning time, the less attention to action =Determine Need for Plan -Set the Scene— Purpose ~Circulate Draft
steps and accountability. Select Date — Timeframe Report on Input Findings Adopt Officlally

Do we conduct ?“f"eys'? Be sure to ask Select Site - Retreat Review Previous Goals Promote Results
th.e members' for their ”j,pUt' |f.y09 neglect Select Facilitator Affirm Mission Statement Appolnt Plan Champlon
this step you'll be asked, "Why didn't you ask i ! : - g
the members for input?" Consider surveys of Capacity Analysis Agfirm, Vision [Include on Agendas
members and leadership to determine their Select Participants: LAﬂirm Core Values Integrate )
priorities. An adaptation of the SW.0T. for- Conduct SWOT —Survey Discuss— Set Goals Budget
mat (strengths, weaknesses, opportunities, Analyze Survey Resulis. Pevelop Strategiss Committees
andv:lht:e:ts)l)cre:tes i” :ffe_CtiVIe SUTVEY. Lpgssible Task Force Appointed  -Set Action Steps Staff Business-Action Plan
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mittee? Many of the degcisions andgsurvey Matketng-Mdaroerstip Hans
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tional stakeholder feedback. Beware of the
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spread accordingly.'vLittle is more dishearten-
ing to staff than to see a plan that dumps
everything into the first year. If some good
goals are suggested but just don't fit inside
the duration of the plan, consider “Parking”
them so that the next planning retreat can
review recommended goals that were not
included in the current plan.

What about action steps and account-
ability? Longer retreats allow more discus-
sion of action steps. These are the
identification of quantifiable measurements
and the delegation of the work. Some boards

like to tackle action steps while others feel it
borders on micromanagement and can be
best handled by staff. If the plan does not
include action steps, deadlines, and commit-
tee assignments, then staff should draft an
action or business plan for the year - based
on the strategic plan.

What's the final report look like? Plan-
ning can result in a 40 to 100-page docu-
ment. Consider that the staff and leadership
have to read and use the plan, so shorter
may be better. There is minimal value in long
reports that include every discussion, survey

_A (GREAT MEETING STARTS

Where ordinary meets extraordinary, where the mountains reach the sky,
where elevation enhances expectation. Asheville, North Carolina. ..
where interesting comes easy.

Join us at the Renaissance Asheville Hotel. We offer 21,000 sq/ft.
of functional meeting space, 282 beautifully appointed sleeping rooms,
and all the first-class amenities you would expect from
Asheville’s premier downtown hotel.

Member of the Marriott Rewards program.

RENAISSANCE'
ASHEVILLE HOTEL

One Thomas Wolfe Plaza * Asheville, North Carolina
8928-952-89211 ext 273 or 800-HOTELSA

savvysales@bellsouth.net
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Appoint a plan champion
who will monitor and report
on progress or setbacks.

results, sample questionnaires, brainstorming
dialogs, etc. - they distract from the actual
plan. To create the report you want, envision
how leaders and staff will it. The mission,
vision, values, goals, strategies and action
steps can be formatted in seven to 20 pages,
making it easy to read and use. When hiring
a facilitator, ask to see samples and discuss
the final plan format that suits youk.needs.

AFTER

“After” the retreat, the next 30 days is
critical for success of the plan.

Do we officially adopt the plan? When
the retreat is over, transcribe the notes and
flipchart pages into a dynamic document. It
has public relations value so keep it upbeat
and celebrate the results and participants.
Within 30 days, circulate it to participants
and key stakeholders for review. Officially
adopt the plan at the next meeting of the
board.

Does the plan get publicized? At this
point, 98 percent of the process is done. One
last step is to market the new plan. Create a
newsletter article, information for the Web
site, a press release or brochure that describes
the new goals. One way to make sure the plan
gets accomplished is to tell others about the
goals, programs and services they can antici-
pate from the organization.

How do we keep the plan alive? Many
organizations put the plan in a notebook and
slide it on the shelf to collect dust. Appoint a
pian champion who will monitor and report
on progress or setbacks. To be sure the plan is
discussed at board meetings include an
agenda item, "Strategic Plan Update.”

Does the plan affect the budget? The
plan is not independent of other operations.
It will have an impact on the budget, com-
mittees and marketing. Integrate the new
goals and strategies into existing programs
and operations. [

Bob Harris, CAE, focuses on effective boards
and organizations. His website offers free
management tools and templates at
www.nonprofitcenter.com. Contact him at
bob@rchcae.com.
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