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Testimonials
Standards of the Strategic Planning Field provides an excellent background and specifics about
the field of Strategic Management. Although the book is intended to prepare individuals
for the ASP Strategic Management Certification exam, it also provides an excellent
background about strategic management for CEOs and other key organizational leaders
and staff who have responsibility for planning and execution. It is a one of a kind!
This book clarifies the often-confusing roles and responsibilities of the SPP and SMP vs.
the CEO and line management. It provides definitions to establish a shared understanding
for each element of the planning and execution process, and its necessary infrastructure.
Overall, it is a great review of effective strategic management practices and is chock-full
of valuable wisdom on every page.
—Marcelene H. Anderson, MA, CMC
President, Raven Strategic Consulting
Standards of the Strategic Planning Field is a highly-organized ASP exam prep guide based
on the Body of Knowledge and standards for the certifications. It’s a quick and easy
read, aimed not only at strategic planners looking to become SPP/SMP-certified, but
also at the broader audience of senior executives who need to become more strategic in
their thinking, planning and leadership. This book is a great resource, and you won’t
be disappointed.
—Seena Sharp
Principal, Sharp Market Intelligence
Author, Competitive Intelligence Advantage
Member, ASP Hall of Fame
I have known Steve at least five years. All of his work is top quality and well-researched.
I took his master boot camp course on Strategic Management and used his materials to
review and pass the Strategic Management Professional certification exam June 2010. Steve
is right in collecting all the necessary information and placing it under a couple of covers.
I used about a half a dozen of his original works, since I was in the first group to take the
exam. Most importantly, Steve’s materials are essential to know in passing the SMP and
SPP certification exams.
—James McClain
Professor, University of California, Irvine
ASP Certified Strategic Management Professional

Testimonials
I am excited to see this prep guide emerge as a supplement to the Association for Strategic
Planning’s Body of Knowledge. It fills a missing piece for the profession by clarifying and
simplifying the diverse knowledge base with explanations, examples and how-to’s. It has
the potential to be a terrific tool for individuals, as well as for certification study groups
that can be organized by ASP Chapters.
—Joyce Reynolds-Sinclair, Ph.D.
Managing Director, CEO Group Strategic Services, Inc.
ASP Certified Strategic Management Professional
Member, ASP Hall of Fame
The ASP Body of Knowledge and Standards was extremely helpful in my preparation
for the ASP Strategic Management Professional certification exam. Stephen Haines
has condensed his vast knowledge and experience into a simple and highly-organized
ASP exam prep guide. If you are considering becoming certified as a Strategic
Management Professional or a Strategic Planning Professional, I highly recommend
you purchase the Exam Prep Guides to help you get ready for the exam. It provides
all you need to know to pass the exam with flying colors.
—Jeri Denniston
Denner Group International
ASP Certified Strategic Management Professional
Steve Haines has done it again! He’s given the strategic planning profession another great
resource. This volume should be on every planner’s bookshelf. It is invaluable for anyone
who plans to seek either the Strategic Planning Associate or Strategic Management
Professional certifications, and is also a critical resource for anyone who is considering
strategic planning as a career and simply wants to know more about the field. This book
is in my personal library, and it is certain to be acquired by every thought leader—and by
those who aspire to be thought leaders—in our profession. Congratulations to Steve for this
valuable contribution to the literature of the field of strategic planning and management.
—Jim McComb
Senior Partner, Strategic Planning, Executive Next Practices Institute, Los Angeles
ASP Certified Pioneer Strategic Management Professional
Member, ASP Hall of Fame

Dedication
This book is dedicated to all my Haines Centre clients over the past 20 years who
have taught me more than they will ever know. While they have received the support
and facilitation of their Strategic Management Systems, I have been continuously
learning. And as a “learning junkie,” I hope I continue learning right up until my last
day on earth—for earth is a wonderful and diverse place.
I continue to learn more about strategy from my global clients in India, Saudi Arabia,
China and Singapore, to name a few. It is fascinating to learn about strategy from the
places to which the center of the world is moving in the 21st century.
My lessons about strategy originated at the United States Naval Academy, where
we studied the strategies and tactics of every major naval battle in the history of the
world. Since then my practical executive jobs at Marriott, Exxon, Freddie Mac and
Imperial Capital of America have taught me to apply the basics of strategy, as many
of you, my readers, have done.
However, it has been my thousands of clients since 1990 that have actually challenged me and spurred my thinking as they tried to apply real strategies to real issues.
They inspired me to study strategy on my own in order to become a master of strategy.
This includes the top strategic issue: Positioning in your marketplace, which is like a
doctorate in strategy.
It is positioning, more than any other topic in this book, from which you can gain
the “practical PhD” and prepare for the ASP Certification Exam. Our clients require
this to successfully compete in today’s dynamic global economy.
To all of you—more thanks than you’ll ever know.
—Stephen Haines
August 2011
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Preface

O

ver the years, the field of strategic planning earned mixed reviews, drawing the
ire of such respected intellectuals such as Henry Mintzberg. This is mainly due to
the inconsistencies of a broad and ever-changing field. However, in the 21st century,
the path for this field has become clearer and its destination more promising. Theories
such as Blue Ocean Strategy, The Systems Thinking Approach® and the Balanced
Scorecard are shaping the nebulous field of strategic planning into a key ingredient for
organizational vitality and success.
Upon formation, the Association for Strategic Planning (ASP) wrestled with what
to call itself, eventually opting to keep the term strategic planning, but to emphasize
what it really involves through its rubric: Think–Plan–Act. Working cooperatively,
ASP’s pioneers, led by Stephen Haines, took on a national project, taking two and a
half years to develop the standards and Body of Knowledge for the field of strategic
planning—a feat that had never been accomplished before.
The result is a comprehensive set of standards that clearly delineate the field of
strategic planning.
These standards of the field are detailed in this volume and Volume II: Planning
and Change Competencies. These books are useful to everyone involved in strategic
planning, and particularly to chief and senior executives, to whom these volumes are
a comprehensive primer of the field of strategic planning. The principal reason we
added Lead to the Think–Plan–Act rubric is because leaders are crucial to the strategic
planning process—both senior line executives and senior strategic planing and strategic
management professionals.
To go to the next level of success, strategic thinkers must adopt and practice
these skills and competencies necessary to apply Lead–Think–Plan–Act in their lives.
Doing so requires an in-depth knowledge of the content and standards of strategic
planning detailed in these volumes. These books are unique as they have two or
more pages of specific explanation on nearly every competency and the more than
80 task statements.
For those who wish to make strategic planning their profession, ASP certifications are a pivotal tool. While chief and senior line executives are responsible for the
content of strategic planning, the Strategic Planning Professional (SPP) and Strategic
Management Professional (SMP) designations facilitate staff leaders by providing the
processes and structures necessary to carry out the strategic planning process.
The roles of senior line executives as the leader—and the SPP and SMP as the facilitators are crucial to applying Lead–Think–Plan–Act to an organization. By employing
these new standards and clear roles, both ensure successful strategic planning.
1

Standards of the Strategic Planning Field: Volume I

Book Audience
Volume I: Leading and Thinking Competencies is written under the assumption that the
reader will also read Volume II: Planning and Change Competencies. This preface introduces the reader to both books and the exam details. Together, these volumes contain
the comprehensive material required to pass both the Strategic Planning Professional
(SPP) and Strategic Management Professional (SMP) examinations.
Volumes I and II of Standards of the Strategic Planning Field target a diverse audience:
• Chief and senior executives who wish to lead, think, plan and act more strategically.
• Strategic planners who wish to become SPP- or SMP-certified, and are looking for simple and quick tools to prepare for the exam(s).
• Students who wish to be a Strategic Planning Associate (SPA) to gain a
competitive edge in their job search and career development.
• University and college professors who want to use the two exam prep volumes
as textbooks for capstone strategic planning courses and other classes at the
undergraduate and graduate level.
• Any individual who seeks to gain more knowledge about strategic management.

A Note to Chief and Senior Executives
This book acts as a guide to the world of strategic management (Lead–Think–Plan–
Act), a subject with which you should already be familiar. Because this is one of your
primary responsibilities as a chief or senior executive, you may already have experience
with strategic management and change. However, it is likely that you have not been
exposed to The Systems Thinking Approach® to strategic management that is now a
key to best practices.
The Systems Thinking Approach will supply you with a variety of tools to analyze
strategic planning and management decisions, minimizing the Law of Unintended
Consequences and maximizing your organization’s marketplace positioning.
While you will likely not take the ASP certification exams, this book’s standards and
competencies are even more important to you and your organization than strategic planners.

A Note to Strategic Planners
While many strategic planners bought these volumes to prepare for the ASP Certification
Exams, the value of these volumes extends well beyond the exams. Thy are the standards
and competencies in which you need knowledge and skills. Even if you don’t intend to take
an ASP exam, you need to know these competencies for the field of strategic planning.

A Note to Students and Professors
Although the field of strategic planning and its standards are in their infancy,
students need to be instructed on it now so that they can be prepared to use it in the
future. The competitive job market actually increases the need for strategic planners.
The economy has forced organizational budgets to become lean. With the scarcity of
organizational resources, there is little room for error when it comes to future planning.
2
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As such, additional expertise in future planning and marketplace positioning becomes
increasingly important. Professionals with these skills will be in demand.
Students reading this to increase competitiveness in the workforce will find a wealth of
knowledge contained within these pages. I urge you to apply for the Strategic Planning
Associate (SPA) designation as a way to separate yourself from the competition. This will
also give you experience that you can apply to becoming a SPP and eventually a SMP.

Book Organization
For the sake of simplicity, the exam prep guide has been divided into two volumes
that follow ASP’s rubric of Lead-Think–Plan–Act. This volume covers Lead and Think,
while the second volume covers Plan and Act. Both books have the material required to
pass both the SPP and SMP versions of the test. Therefore, regardless of what version
of the test you are studying for you will need both volumes to be completely prepared.
These volumes are written with two explicit purposes. First, to help senior line executives better understand the fledgling field of strategic management. Second, to prepare
candidates to take and pass the ASP Certification Exam(s). The information contained
within these pages draws from my more than 30 years of experience as a strategic thinker,
a prolific author, academic, and experienced CEO and member of senior management.
Information contained in my previously published strategic planning books, articles,
four State-of-the-Art Reports and webinars is condensed into this simply organized
exam prep guide that is essential for a senior line executive. It will also expose you to
knowledge to make you strategically successful in any organization. This also gives any
SPP or SMP an edge in today’s harsh job competition.
To increase the real-world application of the knowledge contained within these
pages, several sections are followed by Questions to Ponder to help you think more
deeply on the topic and incorporate the lessons in your personal and professional lives.
The Notes and Actions sections allow you to record these applications. Each chapter
also ends with a brief Recap to reinforce the main ideas of each section. This feature
is a helpful tool in both leading your organization and in studying for the ASP exams.
Since the organization of these books has been adapted from ASP’s Standards and
Competencies Body of Knowledge (BOK), each volume contains the same numbering
system. However, in the interest of clarity, these numbers have been rearranged into chapters organized by content, processes and infrastructures. These three elements are present in
every interpersonal situation in life, and creating high-performance organizations requires
a balance in how organizations spend their time and energy on these three elements. (See
this book’s Introduction for more details on the Iceberg Theory of Change.)
Everyone—including senior leadership—should be familiar with the content, but
the processes and structures are the responsibility of SPPs and SMPs.
Each chapter is clearly marked to indicate it is geared towards Level-I SPP or
Level-II SMP. But since SMP builds upon SPP, you need to read chapters pertaining
to both in order to be completely prepared.
3

Standards of the Strategic Planning Field: Volume I

Terminology
A field can be partially defined by its shared terminology. Along with ASP, this volume
uses non-biased terminology that adheres to the following guidelines as best we can:
• Sectors: ASP replaces words such as corporation, company, firm and nonprofit with
neutral terms such as organization, institution and enterprise whenever possible.
• International: ASP keeps references appropriate for a global audience.
• Gender Neutral: ASP keeps references gender-neutral.
• Chief Executive: The generic term chief executive is preferred to the privatesector term CEO, since public and not-for-profit sectors employ titles such as
executive director or superintendent.
• Strategic Plan: Strategic Plan is preferred over Strategic Direction—unless, of
course, there is no Strategic Plan.
• Strategic Management: Lead-Think–Plan–Act is the new rubric.
While many of the following terms will be further elaborated throughout the book,
it is important to start with a basic definition of each. These definitions are based on
ASP’s standard terminology. These two volumes, as well as the ASP examinations, reflect
the same language—as does the field of strategic planning well beyond the exams:
• Strategic Management Office (SMO): The department responsible for
developing and successfully implementing the Strategic Plan and strategy;
assists the chief executive and senior management.
• Chief Strategy Officer (CSO): The chief advisor to the chief executive and senior
management concerning strategic planning and system change; leader of the SMO.
• Subject Matter Expert (SME): Someone who has a specialized knowledge
about a specific field. He or she provides the necessary business acumen to
successfully implement change by detailing the content of the Strategic Plan.
• Systems Thinking: A method of thought in which you envision desired outcomes,
then work backwards, thinking holistically to create strategies to reach your vision.
• Strategies: The primary means to achieve desired outcomes in systems thinking.
• Strategic Planning: The process of identifying desired outcomes and strategies; its main purpose is to gain an edge in the marketplace.
• Iceberg Theory of Change: A theory that compares change to an iceberg. Just
like an iceberg only has 13 percent of its total mass above the waterline, content
is only 13 percent of the change process—but it receives the most attention
because it is the most visible part of system change. The hidden 87 percent is
made up of the organization’s processes, structures and culture that need to be
addressed as well. The sole focus on content is called content myopia.
• The Rollercoaster of Change™: The process through which an individual,
department or organization passes when faced with a change in their system.
Because standards of the strategic planning field are in their infancy, new terminology is
constantly being created and existing terminology is evolving. We are open to feedback on this.
4
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Knowledge vs. Skills
In addition to the standard terminology, you need to understand two main concepts
about learning and practicing strategic planning: Bloom’s Learning Taxonomy and The
Experiential Learning Cycle.

Bloom’s Learning Taxonomy
In 1956, Benjamin Bloom headed a group of educational psychologists who developed a classification of levels of intellectual behavior important in learning. During the
1990s, a new group of cognitive psychologists, led by Bloom’s former student Lorin
Anderson, updated the taxonomy to reflect the 21st century. The following new verbage
is associated with the long familiar Bloom’s Taxonomy (source: odu.edu):
Level I: Remembering. Can the student recall the information?
Level II: Understanding. Can the student explain ideas or concepts?
Level III: Applying. Can the student use the information in a new way?
Level IV: Analyzing. Can the student distinguish between the different parts?
Level V: Evaluating. Can the student justify a stand or decision?
Level VI: Creating. Can the student create a new product or point of view?
Progressing through these six levels is key to truly living out ASP’s Lead–Think–
Plan–Act rubric. Information and knowledge must be understood, applied, analyzed
and evaluated before it becomes a way of life.
The ASP exam deals with Levels I and II, while other certifications, internships and
experiences deal with the higher levels. It’s important to understand what the ASP
examination does and does
not cover. It’s really about
knowledge—about remembering and understanding.
In contrast, The Experiential
Learning Cycle, explained in
the next section, is about
much more than knowledge.
It’s really about building the
skills and attitudes necessary
to be a successful senior line
executive or strategic planner. While the exams are
very important, it is more
important that you learn from
your experiences and become
skilled—not just knowledgeable—in strategic planning.
Figure 0.1 Bloom’s Learning Taxonomy
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Figure 0.2 The Experiential Learning Cycle

The Experiential Learning Cycle
Learning can be split into three categories: knowledge, skills and attitude.
The ASP Certification Exam tests the knowledge that each test-taker should have.
This ensures that everyone who has an ASP, SPP or SMP designation has a base of
knowledge appropriate to his or her level.
The skills category of learning comes in the form of business acumen, which is gained
through day-to-day job experiences. This is the reason you are required to supply your
job background when you apply for any of the certifications.
The best thing you can do is to continue to grow your skills, even if you practice
them for free. While you may not be paid for additional experiences and training, you
will be rewarded in the long run with the additional skills that you need to properly
take advantage of the knowledge that ASP provides. For instance, I often take junior
partners with me when I work. Although they aren’t paid monetarily for their time,
they are paid in knowledge and training they wouldn’t have experienced otherwise.
Attitude is represented in your motivation to apply, study for and take the exam as
a stepping-stone to being a professional in the strategic planning.
It is helpful to review the basics of Experiential Learning Theory, so you can tailor your
learning experience to yield maximum results. It is extremely useful to be aware of not only
what you learn, but also how you learn.
Experiential learning is a system of learning that occurs naturally when a person engages
in an activity, reflects on it from a critical standpoint, extracts some useful insight or
knowledge from the analysis, and puts the result to work through a change in behavior. Of
course, this process is experienced spontaneously in everyone’s everyday life.
6
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People never stop learning. With each new experience, we consciously or unconsciously
ask ourselves questions such as, “How did that feel?” or “What really happened?” or
“What do I need to remember about that?” It is an inductive process that proceeds from
observation rather than from a priori truth, as in the deductive process.
Learning can be defined as a change in behavior as a result of experience or inputs,
and that is the usual purpose of training. The effectiveness of experiential learning is
based on the fact that nothing is more relevant to us than ourselves. Your own reactions,
observations and understanding of something are more important than someone else’s
opinion about it. Research has shown that people learn best by doing. You remember
what you know better than you remember what you know about.
Learning happens as a result of the following five steps, as Figure 0.1 illustrates.
1.

2.

3.

4.

5.

Experiencing an Activity: This initial stage is the data-generating part of a
structured experience—it is the step that so often is associated with games or
fun. Obviously, if the process stops after this stage, all learning is left to chance.
Processing the Experience—“What?”: In data-processing terms, the second
stage of the cycle is roughly analogous to inputting data, in data-processing
terms. A question to prompt this processing is, “What did I just experience?”
Generalizing the Learnings—“So What?”: The key question here is “So what
did I learn?” We tend to focus our awareness on situations in our personal or
work lives that are similar to those in the reading. We want to break down what
we learned so that we can incorporate it into our own lives.
Applying the Learnings—“Now What?”: The final stage of the Experiential
Learning Cycle is the purpose for which the whole structured experience is
designed. The central question is “Now what?” We apply generalizations and
learnings to actual situations in which we are involved.
Examine the Application of the Learnings: On the diagram of the Experiential
Learning Cycle there is an arrow from applying to experiencing. This indicates
that the actual application of the learning is a new experience, meant to be
examined inductively in turn ensure sure that you want to continue incorporating this piece of learning in your everyday life.

I have interviewed many people who have one year’s experience ten times over, when
they should have ten years of experience. These people get trapped in a cycle where they
fail to reflect on the learning. They don’t apply it to the application or they don’t check
to see how the application of their new learnings worked. This causes them to gain only
small pieces of knowledge, as they constantly relearn the same information over and over.
They are doomed to continually repeat one cycle of learning instead of having a new cycle
build upon earlier ones. In contrast, someone who is continually learning new skills and
knowledge processes the information, reflects on it, and then checks its application.
For more information on this topic, see Stephen Haines’ article “The Experiential
Learning Cycle,” available at systemsthinkingpress.com.
7
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ASP Standards and Body of Knowledge Statements
Summary for the Strategic Planning Professional (SPP)
This is an overview that briefly shows the breakdown of information that you
need to know for the Strategic Planning Professional Certification. These exam
preparation guides will elaborate on each one of the statements—but not in the order
in which the rubrics are presented here. There are a total of 84 statements for the
Strategic Planning Professional (SPP).
The following rubric covers the requirements for the SPP only.
Note: This volume covers Lead and Think (highlighted in blue below) for both the
SPP and SMP. Volume II covers Plan and Act for both the SPP and SMP.

Strategic Planning Professional
Point

# of Statements

LEAD – 15% (24 questions)
1.1
1.2

Lead in Personal Credibility
Lead in Interpersonal Relationships

7
9

THINK – 25% (40 questions)
2.1
2.2
2.3

Think Content
Think Processes
Think Infrastructures

9
7
4

PLAN – 25% (40 questions)
3.1
3.2
3.3

Plan Content
Plan Processes
Plan Infrastructures

10
9
6

ACT – 25% (40 questions)
4.1
Action Content
6
4.2
Action Processes
5
4.3
Action Infrastructures
7
Strategic Planning Professional Foundation – 10% (16 questions)
5.1
Professional Roles
5

Total

8

160 questions

84

Preface

Strategic Planning Professional (SPP) Certification
Level I Competency Outline: Standards and Body of Knowledge

LEAD
5.1 		 Professional Roles: The candidate should know and understand how to
accomplish five tasks.
1.1 		 Lead in Personal Creditability (Think–Plan–Act): The candidate should know
and understand how to accomplish seven tasks.
1.2 		 Lead in Interpersonal Relationships (Think–Plan–Act): The candidate should
know and understand how to accomplish nine tasks.

THINK
2.1		 Think Content: The candidate should know and understand how to accomplish
nine tasks.
2.2		 Think Processes: The candidate should know and understand how to
accomplish seven tasks.
2.3		 Think Infrastructures: The candidate should know and understand how to
accomplish four tasks.

PLAN
3.1		 Plan Content: The candidate should know and understand how to accomplish
ten tasks.
3.2 		 Plan Processes: The candidate should know and understand how to accomplish
nine tasks.
3.3 		 Plan Infrastructures: The candidate should know and understand how to
accomplish six tasks.

ACT
4.1		 Action Content: The candidate should know and understand how to accomplish
six tasks.
4.2		 Action Processes: The candidate should know and understand how to
accomplish five tasks.
4.3		 Action Infrastructures: The candidate should know and understand how to
accomplish seven tasks.

Total: 84 Tasks

9
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ASP Standards and Body of Knowledge Statements
Summary for the Strategic Management Professional (SMP)
This overview shows the breakdown of information you will need to know for the
Strategic Management Professional Certification. These exam preparation guides
will elaborate on each one of the statements (but not in the order in which the four
rubrics are presented here) for a total of 80 statements for the Strategic Management
Professional (SMP).
The following rubric covers the requirements for the SMP only.
Note: This volume covers Lead and Think (highlighted in blue below) for both the
SPP and SMP. Volume II covers Plan and Act for both the SPP and SMP.

Strategic Management Professional
Point

# of Statements

LEAD – 25% (40 questions)
1.3
1.4
1.5

Strategic Leader
Cross-Functional Strategic Leader
Organization-wide Strategic Leader

6
6
10

THINK – 15% (24 questions)
2.4
2.5
2.6

Strategic Thinking Content
Strategic Thinking Processes
Strategic Thinking Infrastructures

6
7
2

PLAN – 25% (40 questions)
3.4
3.5
3.6

Strategic Planning Content
Strategic Planning Processes
Strategic Planning Infrastructures

9
5
6

ACT – 25% (40 questions)
4.4
4.5
4.6

Strategic Action Content
Strategic Action Processes
Strategic Action Infrastructures

7
6
5

Strategic Management Professional Foundation – 10% (16 questions)
5.2

Total

10

Professional Roles

160 questions

5

80
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Strategic Management Professional (SMP) Certification
Level II Competency Outline: Standards and Body of Knowledge
STRATEGIC LEADER
5.2		 Professional Roles: The candidate should know and understand how to
accomplish five tasks.
1.3 Strategic Leader in Planning Teamwork (Think—Plan—Act): The candidate
should know and understand how to accomplish six tasks.
1.4 Cross Functional Strategic Leader (Think–Plan–Act): The candidate should
know and understand how to accomplish six tasks.
1.5 Organization-Wide Strategic Leader (Think–Plan–Act): The candidate
should know and understand how to accomplish ten tasks.

STRATEGIC THINKING
2.4

Strategic Thinking Content: The candidate should know and understand how
to accomplish six tasks.
2.5 Strategic Thinking Processes: The candidate should know and understand
how to accomplish seven tasks.
2.6 		 Strategic Thinking Infrastructures: The candidate should know and understand
how to accomplish two tasks.

STRATEGIC PLANNING
3.4
3.5
3.6

Strategic Planning Content: The candidate should know and understand how
to accomplish nine tasks.
Strategic Planning Processes: The candidate should know and understand
how to accomplish five tasks.
Strategic Planning Infrastructures: The candidate should know and
understand how to accomplish six tasks.

STRATEGIC ACTION
4.4

Strategic Action Content: The candidate should know and understand how
to accomplish seven tasks.
4.5		 Strategic Action Processes: The candidate should know and understand how
to accomplish six tasks.
4.6 Strategic Action Infrastructures: The candidate should know and understand
how to accomplish five tasks.

Total: 80 Tasks
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A Brief History of the ASP Certification
Because American higher education does not offer a specific degree in strategic planning,
the Association for Strategic Planning approved the development of the ASP Standards,
Body of Knowledge (BOK) and Certification Program, with Stephen Haines acting as
the national project leader, in May 2008. The purpose of the program is to guide the
professional certification of planning professionals in the United States and internationally.
A month later, we had secured funding and formed a core team of senior planning
professionals to develop the standards, BOK and certification process. In our research,
the core team interviewed executives and professors at more than 20 firms and universities to ensure a best practice Body of Knowledge for the 21st century. The core team
also interviewed and process-reviewed more than 10 excellent associations such as PMI,
IMC, SHRM, ASTD, etc. to understand their certification programs so that we might
model ourselves against their best practices.
Once the core team completed the initial research, we split the project into two
phases. During Phase One the core team set up a best practices standards and BOK
within the strategic planning field. The core team, using 24 pioneers of the strategic
planning field, collectively completed a final draft of this by February 2009 and distributed it to all the attendees of the Annual ASP Conference as part of a town-hall lunch
discussion with the entire assembly.
Phase Two focused on developing an ongoing ASP certification process through
extensive outreach, feedback, critiques and recommendations from the ASP community. A year later, the core team completed the first draft of this certification process.
In August 2009, the new Board of Directors performed an extensive review and
approved both phases of the project for continuation. The next month, the ASP Pioneers
and Professional Testing Corporation of New York began constructing the exam.
By January 2010, the Board of Directors gave final approval to launch the entire
certification process and business plan. The ASP Certification Program officially
commenced on February 28, 2010, during an ASP Conference in Pasadena, California.
As 2010 progressed, it became apparent that although the information needed to
pass the test was available, those studying for it needed a concise exam prep guide.
To answer that need, Volume I was published in the spring of 2011. Volume II was
published the following summer to complete the full Exam Prep Guides needed to
pass the ASP Certification Exams, both SPP and SMP.
The goals were simple:
1. To provide chief executives and senior line management with the standards and
competencies in strategic management (Lead-Think–Plan–Act) to better lead
and run their organization.
2. To provide the strategic planning field with its first certification process to
professionalize the field, taking it to a higher and more respected function.
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Lead-Think–Plan–Act:
ASP’s Rubric

The only limits, as always, are those of vision.

—James Broughton

P

lanning in the 20th century did not address issues outside of its planning
content because it lacked the required outlook and tools. However, while plans
are key, they are obviously only part of the larger strategic management picture.
Effectively creating strategic plans that both steer your organization around future
pitfalls and ensure that the organization continues to be successful requires a broad
range of strategic management knowledge, action and follow-through.
ASP’s rubric of Lead-Think–Plan–Act goes far beyond the traditional 20th
century strategic planning philosophy by looking at content, processes and structures
as one interconnected entity. The purpose of this Introduction is to construct a
base knowledge of strategic thinking, planning and change before moving on to
the ideas and specific tasks that build upon these fundamental concepts.
This Introduction begins with expectations for the Strategic Planning
Professional (SPP), Strategic Management Professional (SMP) and the Strategic
Planning Associate (SPA)—as well as senior line executives and chief executives. It then covers fundamental concepts of the Iceberg Theory of Change, the
Rollercoaster of Change™ and the ABCs of Systems Thinking.
Once this fundamental base of knowledge is laid, we will then take an in-depth
look at the roles of the SPP, SMP and senior line management, and their lead
responsibilities in strategic planning and executing a Strategic Plan.

13

Standards of the Strategic Planning Field: Volume I

Figure 0.3 Level One Certification: Strategic Planning Professional

Expectations for the Strategic Planning Professional (SPP)
If you are preparing to take the SPP Certification Exam, you need to:
•
•
•
•
•
•
•
•
•
•

Have at least two years experience in a planning role or as a junior external
consultant.
Know how to keep information confidential using ethics and integrity.
Be able to manage yourself and collaborate with others.
Possess interpersonal leadership skills with executives on a one-to-one basis
such as coaching, advising, etc.
Become an accomplished analyst in future environmental scanning and current
state assessment (SWOT).
Have excellent critical thinking skills and a basic understanding of strategic
and systems thinking.
Work frequently with executives and their organizational units, such as operational unit heads or managers and leaders of major staff units and their teams.
Facilitate actions, execution and implementation of strategic and annual plans.
Retain a working knowledge of change management, as well as the processes
and infrastructures successful change requires.
Demonstrate mastery of selected parts of this Body of Knowledge through
Professional Development Units (PDUs) and Registered Education Provider
(REP) courses.

Note: This volume covers lead and think. Volume II covers plan and act.
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Figure 0.4 Level Two Certification: Strategic Management Professional

Expectations for the Strategic Management Professional (SMP)
If you are preparing to take the SMP Certification Exam, you need to:
•
•
•

•
•
•
•
•

Have at least five years experience in planning as an internal planner or external
consultant participating in or leading multiple strategic planning assignments.
Hold the Strategic Planning Professional (SPP) credential or meet all of its
requirements.
Demonstrate mastery of selected parts of this Body of Knowledge (BOK)
through Professional Development Units (PDUs) and Registered Education
Provider (REP) courses.
Work with C-Level Executives (CEO, CFO, COO, etc.) and their teams.
Use the full BOK to facilitate getting the organization to its desired outcomes.
Be a strategic and systems thinker who regularly applies systemic thinking
and skills.
Advocate for the full field of Strategic Planning and all its Lead-Think–Plan–
Act components.
Demonstrate strategic leadership in an organization, sector or the strategic
planning field.

Note: This volume covers strategic leadership and strategic thinking. Volume II covers
strategic planning and strategic actions.
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Expectations for the Strategic Planning Associate Designation
The SPA is for those who are students, starting in planning or transferring their
careers into planning from other disciplines such as marketing, finance, human
resources and organizational development. An SPA doesn’t need any experience in a
planning role or as a junior external consultant, and does not need to have business
acumen yet. Students do need to be in their last year of school, undergraduate or
graduate, with the prospect of graduating within 12 months.
To apply for the SPA you must satisfy the following requirements:
•

•
•
•

•

Demonstrate mastery of the same selected parts of the ASP Body of Knowledge
as the Strategic Planning Professional (SPP) by passing the SPP Level Test
Examination (ASP may grant scholarships for those in need).
Submit two professional character references that demonstrate your ethics,
integrity and ability to keep information confidential.
Supply academic transcripts to show academic background and degrees you
have obtained or expect to obtain in the next 12 months.
Have willingness and ability to be mentored and form an associateship with
a senior-level planner with whom you specifically identify and who provides
you with a letter of reference.
Become a Strategic Planning Professional (SPP) within three years by submitting an application, obtaining six CEUs/90 PDUs from REPs/ASP (and
re-taking exam), and paying the application and examination fees.

If you are preparing to apply for the SPA designation you need to:
•
•
•
•

Be able to manage yourself and collaborate with others.
Have knowledge of interpersonal leadership skills with executives and managers on a one-on-one basis such as coaching, advising, etc.
Demonstrate excellent critical thinking skills and a basic understanding of
strategic thinking and systems thinking.
Understand how to facilitate actions, execution and implementation of strategic
and annual plans.

Leading Change in Organizations
The experts on strategic change process and structures should be the SMO (Strategic
Management Office) and CSO (Chief Strategy Officer). The senior executives should
be the experts on the content. To plan successfully, all the key experts need to be
involved, including senior and middle management, as well as employees. This is why
you need a Parallel Involvement Process—because people support what they help create.
Involvement and input of key stakeholders in this process are crucial.
Note: For more information on this topic, see Reinventing Strategic Planning by
Stephen Haines and James McKinlay, available from systemsthinkingpress.com.
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The Iceberg Theory of Change
Lead-Think–Plan–Act surpasses the traditional strategic thinking method of the
20th century by addressing issues in a holistic way. When you look at the whole picture,
you are able to correctly identify strengths and weaknesses of your Strategic Plan that
would otherwise be hidden.
Figure 0.4 explains Lead-Think–Plan–Act through the Iceberg Theory of Change
model. While only the tip of the iceberg—the content—is visible, the change processes
and structures, as well as commitment to culture change, that lay below the surface make
up the foundation of the iceberg. As such, strategic planning processes, structures and
roles should be defined first in order to engineer success up front.
Three elements are present in every interpersonal situation in life: content,
processes and structures. Creating high-performance organizations requires a balance
in how organizations spend their time and energy on these three elements.
The Iceberg Theory of Change reflects the natural reality of everyday life. It is a
standard that is taught and utilized in the field of Organization Development, yet it is
mostly unknown to the detriment of many planners and executives.

Figure 0.5 The Iceberg Theory of Change
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Content
The task, goal and focus of an organization is its content—it’s what the strategic plans
and change projects are all about. Content is the easiest element to see and understand.
However, below the surface of the water, an iceberg has 87 percent of its mass. This
hidden mass is often what causes the most damage to unsuspecting ships. The same is
true with action and change. It is what is not visible, but what is out of balance or missing,
that kills successful change—namely the processes and structures of our interactions.
Content myopia—focusing on content alone—is the failure by senior executives, line
management and leaders to focus on the processes and structures that keep the organization
competitive within the marketplace and support the changes. Having this mindset is naive,
since action and change are dependent on them both as facilitated by the SMO and CSO.

Processes
Processes are how your organization goes about working on its tasks or content.
Who is included? Who leads strategic planning? Is work done face-to-face, electronically or both? What methods are used to check on progress, solve problems and resolve
differences? What ground rules should the organization follow? The process is how
senior management implements the Strategic Plan. For example, The Rollercoaster
of Change™ (see next section) illustrates the predictable process individuals and
organizations go through when they experience change. This model contains all the
fundamentals you need to know about the process of change.

Structures
Infrastructures for thinking, planning, actions and change are the least understood,
as they compose the deepest parts of the iceberg and are often taken for granted.
Structures include larger aspects, such as how your organization is set up to do work
(e.g., your organization chart, physical location of departments that must interact,
telecommunications system, etc.). They also include small items like what information
get reported daily, weekly and monthly, as well as typical meeting agendas.
These structures may be helping, interfering with or having no useful impact on what
you’re trying to accomplish. People rarely acknowledge their existence despite the fact that
the structures are the context, vessels or arrangements within which all process and content operate.
These are the most effective leverage points for successful actions and change.
Organizations often need new structures to support changes they wish to make.
Both the strategic management process and structure are the responsibility of senior
management and the CSO.

Culture and Commitment
The lowest, and thus the most rigid, part of the iceberg is culture. This is the belief
system in which the organization functions. Because of its rigidity, culture is the hardest
part of any organization to change. Unfortunately, it is also the one that often needs to
be changed to ensure the success of the Strategic Plan and organization-wide change.
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To a strategic planner, the most important characteristic of culture is that it so
resistant to change that it will defeat any attempts to alter its dynamics—unless you
have an infrastructure designed specifically for that purpose.
Note: For more information on this topic, see Stephen Haines’ article “Smart Start
to Enterprise-Wide Change,” available on systemsthinkingpress.com.

The Rollercoaster of Change™
The Rollercoaster of Change™ (see Figure 0.5) is the bedrock upon which many
other strategic change processes rest. This is because it is natural, normal, and highly
predictable. It is also an integral part of the Iceberg Theory of Change and is represented
in the iceberg model as a process.
At their core, the roles of the SPPs and SMPs are to advise management in making
wise decisions about long-term planning, helping to implement organization-wide
change that leads to the most positive outcomes. The Rollercoaster of Change™ is
the key process by which a system changes, whether it is an individual, an interpersonal
relationship, a team, a cross-functional project or a total organization change. While
any model can be a simplistic representation of a complex reality, the Rollercoaster of
Change is the reality of change. I coined its name in the 1980s because, when viewed
from a distance, change looks more like a roller coaster than a single cycle.
This roller coaster model summarizes more than 20 change process concepts that
basically say the same thing using different words and visuals. You only need to become
an expert on this one theory as you prepare to take the ASP Certification Exam. This
saves you both time and effort. The applications of the Rollercoaster of Change™’ are
multifarious and nearly universal.

Figure 0.6 The Rollercoaster of Change™
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Once you kick off a change project, Stages 2 and 3 will occur. Shock and denial is
followed by depression, anger and emotions. It is a given that both of these will happen.
To make change your ally, you need to prepare for changes by conducting pre-meeting.
By completing the Smart Start in Stage 1, you ensure that you “educate, assess, organize
and tailor” the change process before kicking it off. A Smart Start can alleviate the worst of
the adverse effects of Stages 2 and 3. However, the real issue is what happens after that—do
you control the change or does it control you?
As the Rollercoaster of Change progresses, one of your responsibilities is to help
others through Stages 3 and 4 (the “hang-in” and persevere stage) by acknowledging
them, listening actively and empathizing with them—all while explaining the importance of the change. But remember, it is important to listen first and explain second.
Stage 4 is the lowest point in the roller coaster, and is therefore vital to the change
process. At the hang-in point, people need to persevere and persist in the change process
rather than giving up or trying to reverse or undo the change. If an organization does not
rebound from this point, it is inevitably worse off than when the system change started.
If you persevere, you enter Stage 5: the hope, acceptance and readjustment phase.
This where you begin climb up the roller coaster. Unfortunately, it is not a given that
any individual or group will complete the Rollercoaster of Change™ this way. While the
loss and emotions of the left side are inevitable, climbing up the right side is optional.
Figure 0.6 illustrates the five levels of excellence change can reach.

Figure 0.7 Five Choices of Change and Levels of Excellence
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A level of self-management and leadership of others is required to help people
through the change. This readjustment stage is best assisted through the involvement and participation of many people in building toward the new vision, both for
themselves and as a team. You can assist this stage by showing people “What’s in it
for me?” (WIIFM). Any new learning that helps people feel they are growing is also
very helpful at this stage. Only at Stage 6 (Rebuilding) can you empower people to be
work effectively on the newly-created changes on their own, or for teams to proceed
effectively as high-performance units.
Throughout the complexities and the chaos of the Rollercoaster of Change, people,
teams and organizations need to continually do the following:
•
•
•

Articulate and reinforce the vision of why the change or initiative is important.
Continue to provide rewards, reinforcement and recognition to others in a
positive way as they proceed towards this vision.
Set up processes and structures to assist with the change process.

Strategy, Strategic Planning and Tactics
Strategy, strategic planning and tactics are three very different terms, and every SPA,
SPP and SMP needs to be clear on their roles in each—both in order to pass the ASP
Certification Exam and to succeed as a 21st-century strategic planner.
Strategy is about the content of the Strategic Plan. It is the overall responsibility of the
organization’s chief executive, executive director or top management official. The prime
Subject Matter Experts (SMEs) should be the chief executive and senior management, who
provide the necessary business acumen. In order to successfully implement change, strategic
planning actions must implement the content of the Strategic Plan.
Strategic planning is about the processes and structures of developing and successfully implementing the Strategic Plan and strategy. It is the responsibility of the
Strategic Management Office (SMO) and Chief Strategy Officer (CSO) to guide this
and facilitate its successful completion.
The overall leader of the planning effort must be the chief executive of the organization. It is the job of the planning department or SMO to support that person in making
planning and change happen. As a SPP or SMP, you will facilitate the meeting, but
remember—it is the chief executive’s meeting. Don’t ever forget that! As a strategic
management officer or Chief Strategy Officer, you are an advisor to senior executives
and senior management.
Since it is their meeting, if the leader of the Strategic Planning Team has to leave
a planning meeting session, the meeting should stop until he or she can return. It is a
big mistake for CSOs to lead meetings themselves.
Tactics (or operations or actions) differ from strategic planning in that strategic
planning is vital to an organization’s long-term goals. If you were to only manage by
tactics and operations, the results would be deadly.
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For instance, Tom Peters’ suggested method—“Do it. Try it. Fix it.”—works well for
inciting actions and reaching short term goals, but is disastrous when applied to long-term
plans. For day-to-day projects, this philosophy serves as a flexible way to solve problems.
However, for long-term strategic planning, the stakes are simply too high to not have a
completely clear vision, marketplace positioning and strategic plan of action.
You do not want to get one or two years into a “Do it” plan only to realize that it
was incorrect and that you now have to try and “Fix it.” The cultural and financial
ramifications of such plans could quickly lead to a sharp downturn in results or perhaps
even the demise of the organization that incorporated it in today’s dynamic, fast-paced
global environment.
Strategic planning excels at setting and reaching long term goals by making change
part of an organization’s culture. Through strategic planning, an organization is able to
make major corrections to its business plan, ideologies, structure and goals as external
or internal forces dictate in order to reach the desired end results.
SPPs and SMPs can take on a variety of staff support roles as they interact with
the Board of Directors, senior executive, senior management team, line managers and
Strategic Business Units (SBUs):

1. Strategic Leadership
Strategic planning is the responsibility of staff leadership and the role of the SMO.
Other accurate terms are facilitating, coaching or advising. The experts in facilitating
the senior leadership team and their strategic planning process should be the SMO
and CSO. Instead of being overall strategic change leaders, SPPs and SMPs should
facilitate this change process using the accumulated Body of Knowledge (BOK)
identified by ASP.
The primary role of an internal certified SPP is usually as a member of the organization’s planning unit. An internal SMP should be leader of the planning unit, or at least
be capable of leading it. In a small- to mid-sized organization of 5,000 employees,
the best positioning of a certified SMP and CSO is to report directly to the senior
executive. Similarly, an external SMP’s client should be the chief executive or other
top leader in the organization, business unit, Major Functional Area (MFA) or Major
Program Area (MPA) in government or not-for-profits.
Remember, the foundation of this entire Strategic Management Process is not just
the CSO’s business knowledge and industry acumen. The collective senior management should be made up of the best experts on these subjects.

2. Strategic Thinking
Strategic thinking is the framework for beginning strategic planning. It should be
based on systems thinking—the natural way the world works.
The Strategic Management Office should carefully think about the natural process
of change. In fact, the senior executive, senior management and SMO should begin
worrying and acting on the Rollercoaster of Change™ and implementation of the
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Strategic Plan at the beginning of the strategic planning process, not at the formal
implementation step. Systems thinking is vital to finding the correct answer, best
execution strategies and sustainable success of any Strategic Plan.

3. Strategic Planning
Strategic planning determines the direction in which an organization is headed, the
path to get there and measurable signs indicating that it has or has not arrived. While
many strategic thinkers may already have an idea of what will go into their official
Strategic Plan, developing a written plan helps to clarify the organization’s goals and
ensure that all senior management and middle management members are on the same
page. However, the strategic planning process is almost as important as the Strategic
Plan document itself.
If it does not reflect the consensus and understanding of senior and collective
management it will not be effectively rolled out to the entire organization, and it will
not be successfully implemented. Instead, the dreaded SPOTS Syndrome (“Strategic
Plan on the Top Shelf,” gathering dust) will set in.
Traditionally, the role of the board of directors in strategic planning is to approve
the plan and track its results. Other board duties include:
•
•
•

Ensuring financial viability of the organization over the long-term.
Evaluating, developing and (if necessary) hiring or firing the chief executive.
Assisting senior management with high-level strategic thinking.

4. Strategic Actions
The result of excellence in strategic planning is actually not planning, but effective
execution and strategic change. Both SPPs and SMPs should focus primarily on the
implementation of the Strategic Plan from day one.
Throughout this process, it is vital that you take a systems approach to ensure best
practices. The next section overviews this method.

The Systems Thinking Approach®
The Systems Thinking Approach® is essential for strategic planning in the 21st
century. The process by which strategic thinking can be used to “think backwards” to
ensure you reach your goals is called The ABCs of Systems Thinking. It involves five
phases and questions:
•
•
•
•
•

Phase A: Where do we want to be? (Multiple Desired Outcomes)
Phase B: How will we know when we get there? (Key Success Measures)
Phase C: Where are we now? (Current State Assessment)
Phase D: How will we get to where we want to be? (Bridge the Gap from A to C)
Phase E (Ongoing): What may change in the future that will affect us? (Future
Environmental Scan)
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Figure 0.8 The ABCs of Systems Thinking
Figure 0.7 shows these ABCs of Systems Thinking. At the Haines Centre, we call this
model our Universal Thinking Framework and Guide™ because it is the only systems
thinking framework that can be applied to nearly every problem in work and life. Let’s
break down each step.

Phase E: Future Environmental Scan (Ongoing)
Although it is the last letter of the ABCs of Systems Thinking, Phase E is the first
step to strategic planning. Systems thinking employs backwards thinking: You decide
where you want to be (Phase A) in today’s complex global environment, and then
complete the steps to get there. To engineer success up front, you need to examine
your future environment, ensuring that you have considered all the external barriers
to your success. Taking time for a future environmental scan ensures that all possible
scenarios that might derail your Strategic Plan have been considered. Armed with this
expertise, you are ready to define your Ideal Future Vision.

Phase A: Desired Outcomes
A primary step in creating your Strategic Plan is deciding on your Ideal Future
Vision—the magnet that pulls you toward the future by focusing on your multiple
desired outcomes. It involves envisioning the year 2020, for example, as if it were
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today. Once you have decided on where you want to be, you can begin to create your
Strategic Plan to get there.

Phase B: Measurable Results
Having a method for tracking success is crucial to getting the results management
wants and obtaining approval from the board. Measuring success requires a feedback
loop, which involves tracking and reporting on a regular basis. This reporting should
cover the four areas of the Quadruple Bottom Line:
•
•
•
•

Financial viability
Customer satisfaction
Employee satisfaction
Contribution to society

Phase C: Current State Assessment
With measurable results developed, the strategic planning process is ready to move
to Phase C. In this phase we begin to create strategies for closing the gap between
what is happening right now and what should happen in the future.

Phase D: Implementation
Now we look at the system and its interdependencies and ask: How do we close the
gap from Phase A to Phase C in a complete and holistic way? With those interdependencies
in mind, we focus on the processes, activities and relationships that the system must
implement in order to produce the desired outcomes.
As you can see, planning processes and structures, as well as facilitative strategic leaders,
are the primary foci of both SPPs and SMPs. In fact, in order to engineer success up front,
it is more important to set up the processes and structures correctly, even before you define
the planning content.
The experts on the strategic change process and structures should be the SMO and
CSO. The senior executives should be the experts on the content. To plan successfully, all
the key experts need to be involved, including senior and middle management, as well as
employees. This is why we need a Parallel Involvement Process. Involvement and input of
key stakeholders in this process is crucial.

Q

uestions to Ponder
•
•
•

Can you apply the Rollercoaster of Change™ to a change you have
recently undergone in your personal life? How?
If you are currently undergoing a change, can you identify which
stage you are currently experiencing? How?
Do you currently employ the systems thinking method to your life?
If you don’t, how could you personally apply the ABCs?
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Best Practices Attributes (As Approved By ASP)
Here is a brief, concise list of attributes that SPPs, SMPs, and SPPs should
incorporate into their daily and personal lives. This list was analyzed in 2010 by the
five founding ASP Registered Education Providers of the Association of Strategic
Planning, led by Howard Rohm and Terry Schmidt. It was formally approved by the
ASP Board of Directors after the BOK was finalized. As such, it is not in the exam.
However, it is a crucial list for any SPP to know and use to analyze their own situation.
Attribute 1: Use a systems approach that starts with the end in mind.
The systems approach includes: agreed-upon definitions of terms, an understanding
of what is to be accomplished (outcomes), how desired outcomes will be accomplished
(strategy, processes, human capital and technology), how progress will be measured,
and how results will be evaluated and corrective action taken. The systems approach
incorporates strategic thinking, leading and leadership development, people, technology, processes, change management, rewards and recognition to incentivize desired
behaviors, clear communication, inclusion and transparency, customer and stakeholder
value creation and organization culture. Feedback loops are incorporated to promote
continuous improvement and learning, and a periodic cycle (e.g., yearly) is established
to refresh the system. A discipline to get things done turns systems thinking into
strategy execution and action.
Attribute 2: Incorporate change management and leadership development to
effectively transform an organization to high performance.
“Changing hearts and minds” is built into the fabric of the system development
process and lead by senior leaders (e.g., the board, C-level executives and managers),
rather than treated as an add-on for the Human Resources Department to address
after the system is developed. Roles and responsibilities are defined, as are governance
policies and procedures. Employee internalization of “What’s in it for me?” (WIIFM)
is as important as “What’s in it for the organization?” Communicating necessary
organization changes with clarity starts with a shared vision of the future and the
senior leadership team, and becomes everyone’s responsibility. Leadership development
happens at all levels in the organization, not just at the C-level.
Attribute 3: Provide actionable performance information to better inform decisionmaking.
Meaningful strategic and operational performance measures and targets, logically
derived, are used to monitor progress against targets. Appropriate outcome (accomplishment), output (production), process (efficiency), project (schedule and resource
adherence) and input (resource) measures are the basis for transforming performance data
into performance information, and performance information into business intelligence.
Performance information is provided in a timely manner throughout the organization to
better inform decision-making at all levels, not just at the executive level.
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Attribute 4: Incorporate assessment-based inputs of external and internal
environments.
Strategic thinking and discovery is used to describe the current situation in terms
of the social, economic, political, competitive, technological and regulatory factors
affecting the organization. Possible future states are discussed and analyzed. Optional
business strategies for achieving the organization’s vision are derived from the external
and internal assessments of strategic inputs. These inputs include: mission, vision, core
values, customer value and needs, competitive analysis and marketplace positioning,
workforce competencies, organization culture, environmental and policy variables and
guidance, and desired results.
Attribute 5: Include strategic initiatives to focus attention on the most important
performance improvement projects.
Prioritized initiatives (e.g., projects or programs) are developed consistently as part
of strategy development, and turned into risk-managed projects, where schedule and
resource adherence are tracked and reported, risks are identified and mitigated, and
scope creep is managed.
Attribute 6: Offer a supporting toolkit, including terminology, concepts, steps,
tools and techniques.
These techniques should be flexible and scalable for building and connecting the
elements of the system in a consistent and integrated manner—horizontally across
business and support units as well as vertically from the enterprise to the shop floor and
the desktop. Use efficient and effective automation systems to transform performance
data into business information and intelligence, and to document the strategic thinking
process and deliberations.
Attribute 7: Align strategy and culture, with a focus on results and the drivers of results.
Employees need to be part of system development, so everyone takes ownership of
the system, not just the senior executive team. The focus on unifying strategy should
also include: line-of-sight alignment of enterprise-wide strategy with departmental
strategy and personal objectives, individual and collective accountability for results, and
a shared vision of the future that can be translated into action for all employees. This
future vision is based on input at all levels so that the vision created is actively supported
as it cascades throughout the organization. Necessary changes are communicated with
clarity throughout the organization, based on a communication and change management plan and strategy. The system reports on how well strategy is being implemented
and the degree to which results are achieved.
Attribute 8: Integrate existing organization systems and align the organization
around strategy.
The system is integrated into the organization’s structure and culture so that it
meshes with existing project management, process improvement, budgeting and other
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financial systems. Changes are made to the holistic system as new information becomes
available, and the system focuses organization attention and effort on strategy. Strategy
developed at the organization-wide level is cascaded down to business and support
units, and then to teams and individuals, to make strategy everyone’s job and build
ownership and accountability for results.
Attribute 9: Be simple and clear to administer, direct and deliver practical benefits
over the long-term.
The system uses common business language, logical structures and documentation. Practical benefits, measurable results and improved customer value are evident
and demonstrable, and there should be evidence of use in a variety of business and
industry, government and not-for-profit organizations. The system is not treated as
a separate system: It becomes part of the organization’s culture—“It’s just the way we
work around here.”
Attribute 10: Incorporate learning and feedback to promote continuous long-term
improvement.
The system has built-in feedback loops to incorporate the benefit of learning at
both the strategic and operational levels, along with changes in assessment variables
into revised strategies and business plans. The system is flexible and sustainable, and
improvements are incorporated when appropriate to create long-term enhancements.
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Chapter 1

Lead in Personal Credibility (1.1 SPP)
Respect yourself and others will respect you.

–Confucius

T

o become an effective leader or to pass the SPP exam, each candidate should know
and understand how to accomplish seven tasks:

1.1.1 Set goals and opportunities for your lifelong learning and continuing education
in the field.
1.1.2 Strive to develop and maintain a balanced life (body-mind-spirit).
1.1.3 Act with conscious intent by deliberately guiding your behavior in accordance with
your personal vision and values.
1.1.4 Commit to ethical practices and high professional standards by acting with consistency, honesty, high integrity and civility in all aspects of life.
1.1.5 Take inventory of yourself by knowing your style, strengths and weaknesses, and
have the flexibility to change as circumstances permit.
1.1.6 Develop a personal vision, goals and personal strategies for your life and career.
1.1.7 Develop personal credibility by having the courage to confront dysfunctional
behavior.

Note: These tasks were taken from ASP’s standards and Body of Knowledge (BOK). Key
words are italicized for easy reference. For more details on strategic leadership, see Stephen
Haines’ book Achieving Leadership Excellence, available at systemsthinkingpress.com.
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1.1.1 Aim for Lifelong Learning
Task: Set goals and opportunities for your lifelong learning and continuing education
in the field.
Lifelong learning requires that you continue to cultivate your education and experience
in your field—regardless of how much experience you already have. The global economy
is a turbulent, rapidly-changing environment and every industry is constantly developing
new ideas and innovations. As such, there is always something new to incorporate into
your own knowledge base, whether you have six months of experience or six years.
Subscribing to newspapers or trade magazines, joining professional organizations,
attending conferences, reading books and reference materials, engaging in work activities and searching the internet are just a few ways to enrich your knowledge base. You
can also stay current on strategic planning by taking advantage of the books, web-talks,
e-study groups and certifications from the Haines Centre and the other Registered
Education Providers, as well as attending ASP chapter meetings, e-study groups and
workshops. Regardless of whether you choose self-development or a structured development program, the outcome should be the same: to assemble tools and knowledge
that will keep you on the cutting edge of your industry.
Deliberate life-long learning also involves strategic life planning. Figure 1.1 illustrates this process following the ABCs of Systems Thinking (see Introduction). Follow
this framework when making career and life choices.

Figure 1.1 Strategic Life Planning
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Phase E: Future Environmental Scan
This phase is crucial to ensure that you do not plan your life and career in a vacuum.
You need to be aware of the environment around you and how you want to fit your
Strategic Life Plan into it. The environment is the context for your plan. (For more
details, see 1.1.6.)
Phase A: Outcomes (Outputs)
The Haines Centre describes this as the Ideal Future Vision that you want to achieve.
It is the ends or results you desire, and your personal reason for existence. It is the
vision and mission for which you will strive. In strategic life planning, you start at the
end by defining your ideal future, then work backwards to create it. (For more details,
see 1.1.6.)
Phase B: Feedback
This phase involves developing the results measurements that help keep you on track.
While vision statements are inspirational, their wording is usually not concrete enough
to make the vision a reality. Key Success Measures—quantifiable and specific life success
factors or goals—provide personal feedback and help keep you honest and focused.
Phase C: Current State Assessment (Inputs)
An analysis of today is the place where more traditional time management or longrange planning begins. However, this often results in “life as usual.”
In contrast, the strategic life planning framework defines goes beyond a current
analysis to developing the core strategies or primary means to use as guides to your
daily life and career.
Phase D: Implementation (Throughputs)
This is the stage in which you bridge the gap between Phases C and A, between where
you are now in your life and where you want to be in the future. This phase requires
hard work and time, as well as a strategic life review and update to make sure that you
remain on track in reaching your goals.
For more information on strategic life planning, see Stephen Haines’ book The ABCs
of Strategic Life Planning, available at systemsthinkingpress.com.

Q

uestions to Ponder
•
•
•

What is your vision for your career?
What are you doing to continue learning in your field?
Which part of your knowledge base or skills may be aging or outof-date? How can you correct this?
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1.1.2 Maintain a Balanced Life
Task: Strive to develop and maintain a balanced life (body-mind-spirit).
N. Noane wisely said, “The more natural and real you are, the more creative you can
be because you can see what needs to be done and you can respond.” This is especially
true for leaders.
Our lives are made up of three fundamental components: mind, body and spirit. The
more you balance the three, the more effective you’ll be in the roles you play. Figure
1.2 is a visual representation of the balance of mind, body and spirit. Notice that each
section is equal to the others.
Maintaining this balance means you can’t prioritize one component over the other
two or neglect one altogether. You can’t go to the gym every day and then do nothing
but sit in front of the television when you get home—just as you can’t stay up all night
reading.
If the balance of your mind, body and spirit balance is out of whack—if you’re
starving your body for sleep, not exercising, eating poorly or questioning your sense of
spirit, you’re not going to be effective in your job. Logically, if you aren’t effective at
your job, your career will be limited.

Mind
You must continue to challenge your brain by exposing yourself to new training
and experiences, no matter how much experience and knowledge you’ve already accumulated (see 1.1.1 for more details). To assess the balance of your mind, ask yourself:
• Do I regularly take quiet time for myself to meditate, relax deeply and clear
my thoughts of stress?
• Do I have and pursue hobbies outside of work?

Body
You must take care of your physical being in a holistic manner, through physical
fitness, wellbeing and nutrition. We are all aware of the benefits of exercise, but I can’t
overstate the role that nutrition plays in our lives. “You are what you eat,” is a cliché
for a reason—because it’s true!
The reason people get cancer is because of an imbalance of toxins they take into their
bodies versus the amount of toxins their body expels. The world we live in today is full
of toxins, whether they come from the air we breathe or the food we eat. If you don’t
make a conscious effort to detoxify yourself periodically, you will develop a buildup of
toxins and get cancer. This is what happened to me. (For more details on this subject,
see my article “Becoming Cancer Free,” free on systemsthinkingpress.com.)
To assess the balance of your physical well-being, ask yourself these questions:
• Do I take adequate short breaks in my work life?
• Do I have trust and confidence in myself to handle stress, emergencies and
crises well?
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Spirit
This is the hardest of
the three components
to define and discuss
because of the many ways
that spirit can be woven
into people’s lives. But it
comes down to the question, “Do you take care of
yourself spiritually?”
I don’t mean that you
need to practice a religion,
but do you have a clear set
of personal beliefs, values
and philosophies? Your
spiritual side gives you a
framework on which you
can fall back during times
of stress or emotional
distress. This, in turn ,
supplies you with dignity
and allows you to treat Figure 1.2 Balance in Mind, Body and Spirit
others with respect.
Taking time to celebrate your life’s successes regularly provides you with a sense of
self-worth and self-esteem. To assess the balance of your spiritual life, ask:
• Am I rarely out of control emotionally? Do I rarely have emotional outbursts?
• Do I have beauty around me in my daily life?
For a self-assessment of mind, body and spirit balance, visit systemsthinkingpress.com.

Questions to Ponder
•
•
•

Do you currently have a balance between your mind, body and
spirit? Why or why not?
In which of the three components are the weakest? What are some
goals you can set to strengthen it?
Once you’ve reached a balance, what steps can you take to maintain
it? What should you add or give up in order to live a balanced life?
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1.1.3 Act with Conscious Intent
Task: Act with conscious intent by deliberately guiding your behavior in accordance
with your personal vision and values.
Acting with conscious intent means that you possess a self-awareness that guides
your behavior. It’s like having a split personality: One side is engaged with whatever
you’re doing in the moment—planning, facilitating a meeting, spending time with
your family, etc.—while the other side is up on a metaphorical balcony, watching your
actions and processing what’s going on. This duality allows you to act rationally instead
of letting your emotions dictate your actions.
It is often difficult for my partners and new members of the Haines Centre to
understand is how important it is to create and maintain this mental split. When
they watch me as I run a meeting, they think that I’m being smooth because I appear
to be spontaneous but also in control. What they don’t understand is that I am not
spontaneous. I think about everything I do before I do it—even if that thought only
lasts for a few seconds—no matter how impulsive it may appear.
For example, if I get angry with the work of one of my groups, it may appear to be
unplanned, but I’ll have planned it the entire time. If the group is acting dysfunctionally, I
will intentionally cause strife because I know that if I follow the Rollercoaster of Change™
(see Introduction), the group will go through shock, denial, depression and anger. But, if I
help them learn this and apply the lessons to future meetings, the meetings will improve.
I then use three questions to process the experience: (1) What? (2) So what? (3) Now
what? These three questions create learning and improvement:

State of the Art Best Practices Research Report:
Reinventing Strategic Planning
In order to lead someone else through change, we must first lead ourselves through
change. This means we must have a level of self-consciousness and self-mastery, an
ability to not let our biases and emotions take over, but to control ourselves in a logical,
rational way during periods of change.
This self-mastery requires us as leaders to really understand ourselves and our needs
based on Abraham Maslow’s hierarchy of needs. This means we know what level of needs
we are experiencing and how they affect our ability to be effective in leading change.
This self-mastery also means that we are conscious of our level of maturity or wisdom
based on Erik Erikson’s stages of development. For example, as leaders and facilitators
of change, we must have a simultaneous dual focus in any situation with others.
This dual focus means we must not only be fully engaged and authentic in a dialogue
with those in the room, but that we must also be up on the so-called “balcony,” observing ourselves and our behaviors, modifying them as necessary to best fit the situation.
This entire report is available at systemsthinkingpress.com.
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1.
2.
3.

What happened? What did we see and feel? What were the trends? What did
we observe? In this example, the group got angry because I challenged them.
So what did we learn? The group learned their dysfunctional behavior or beliefs
are incorrect.
Now what are we going to do differently as a result? The group will amend
their behavior and incorporate the new knowledge for the next learning cycle.

I do not start fights to start fights, but if a group isn’t acting as it should, I will first
think through what I’m going to do before I act. In this way, I act with the conscious
intent to create a change that will end with positive results. You can tell that you are
acting with conscious intent if you observe yourself as you act, use your emotions
productively and are aware of others’ emotions and predictable reactions.

Assessing Conscious Intent
Assess your conscious intent by answering the following questions. For a complete selfassessment, see The ABCs of Strategic Life Planning, available at systemsthinkingpress.com.

Feelings Awareness
• Do I express and own my current feelings? Am I willing to risk sharing them?
• Am I aware the behaviors and feelings of others around me?
Being Open
• Do I self-disclose my behaviors and intentions to others?
• Am I open, honest and direct in my communication with others?
Accepting Responsibility
• Do I accept responsibility and accountability for my actions?
• Am I flexible and adaptable to changes?
Being Purposeful
• Do I act in the way I desire?
• Do I have the wisdom to know what’s important to respond to and what to let
go of?
Handling Differences
• Am I accepting of minority views that disagree with me?
• Am I aware and respectful of my interdependency with others on issues and
problems?

Q

uestions to Ponder
•
•

What conscious reasons do you have for the actions you’ve taken
in the last day?
Analyze a recent conversation you’ve had. Were you honest and
direct? Why or why not?
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1.1.4 Commit to Ethical Practices
Task: Commit to ethical practices and high professional standards by acting with
consistency, honesty, high integrity and civility in all aspects of life.
The first step in committing to ethical practices is to create an agreement with
yourself that you will act in an ethical manner, no matter what. It is one thing to be
ethical when others are looking; it is another thing to act ethically in any situation, no
matter if an audience is present or not.
By making a personal commitment to act in an ethical manner, you create a framework upon which you can rely to make difficult decisions. The most important thing
is that you are sure the nuances and sturdiness of your ethics.

The “Mother Test”
Mothers can be some of the most straightforward ethical sign posts in our lives. The
easiest way to gauge your current ethical standing is to ask yourself one simple question:
“If my mother could see my actions or hear my speech, would she be proud of me?”
If you think that your mother would approve of your actions and words then you
are probably free to continue. However, if you cringe at the thought of asking yourself
this question, or don’t like the answer you honestly give yourself, it is a sign that you
need to revisit or recommit to your ethics.

Three Additional Questions
Like anything else, you learn your ethics, and because of this you can deal with
them through the lens of the Experiential Learning Cycle (see Preface). You need to
continuously strive to improve your ethics. Failure to do so leaves you open to ethical
erosion. Here are three questions that you can ask yourself at the end of every day to
ensure that this doesn’t happen:
•

•

•

Did I do my best today? Only you can answer this question and know if you
are being truthful. If you say that you did your best, look deeper and see if there
is anything about which you may not have given 100 percent.
What can I learn from this? Even if you did the best you could do, during the
course of the day you were probably exposed to some new information from
which you can extract an ethical lesson.
What can I do better tomorrow? If you were to apply what you learned from asking
the previous question, how would that improve your performance tomorrow?

Consistency
As important as ethics are to being a successful leader and strategic planner, consistency also cannot be considered anything less than paramount. All leadership research
agrees that consistency is the most crucial characteristic that a leader needs to have.
The simple truth is that mercurial leaders are difficult for people to deal with.
Coworkers never know exactly which version of the leader they are dealing with that
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Haines Centre Integrity and Character Assessment
Respect Everyone
• Do you judge all people on their merits?
• Are you tolerant, appreciative and accepting of individual differences
instead of questioning their motives?
Be Trustworthy
• Do you tell the truth at all times, and are you honest with everyone with
whom you come in contact?
• Do you ensure you never betray a trust, deceive, mislead or withhold
important information in your relationships?

Pursue Excellence
•
•

Do you enhance the self-esteem of those people you deal with each day as
you pursue your own excellence?
Are you persistent instead of quitting, giving up or just getting by?

Have a Sense of Community
• Do you protect the environment and conserve our natural resources?
• Do you support your community when the chips are down?
For the complete “Integrity and Character” self-assessment, see The ABCs of
Strategic Life Planning, available at systemsthinkingpress.com.
day or even that moment. This causes doubts, and they question themselves by asking
“Is this the right time?” or “I hope he or she is in a good mood.”
It is better to have a leader who is tough and fair, rather than sometimes easy,
sometimes tough, but always unpredictable. Consistently tough and fair is easier to
deal with because people can anticipate reactions and responses rather than hope to
talk to that leader at the “right” time.

Questions to Ponder
•
•

•

Do you have a strong work ethic? Why or why not? How could
you improve your work ethic?
When was the last time you were accountable for your actions
and accepted the results? Describe your actions and other people’s
reactions.
Why would or wouldn’t you pass the “Mother Test”? Did you
pass it today?
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1.1.5 Take Personal Inventory
Task: Take inventory of yourself by knowing your style, strengths and weaknesses,
and have the flexibility to change as circumstances permit.
Albert Einstein famously said, “Weakness of attitude becomes weakness of character.”
Taking inventory of yourself means that you know your strengths and weaknesses. This
allows you to emphasize the former and compensate for the latter.
If you don’t know your strengths and weaknesses, take an inventory by listing both
on a piece of paper. Take some time on this, as you want to be as accurate and truthful
as possible. Some ideas you may wish to address include:
• Values and character
• Self-change and adaptability skills
• Personal life goals and mission
• Physical fitness
• Education and knowledge
• Emotional fitness
• Skills and competencies
• Spiritual and moral fitness
• Willingness and “can-do” attitude
• Habits
When you’re done with your list, check its accuracy with your spouse, significant
other, best friend, parents or children. The people who know you best will be able to
verify and clarify both columns for you.
Now you know on which skills you can rely and which ones you need to address.
Remember everyone has weaknesses, and even as you improve the ones on your current
list, others will pop up. But by knowing your weaknesses, you can specifically address them
(see 1.1.1 and 1.1.2). Don’t be too rigid; while you do want to cater to your strengths and
improve your weaknesses, circumstances change and you should remain flexible.

Figure 1.3 The Stairway of Learning
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Stairway of Learning
When dealing with your strengths and weaknesses, it is helpful to be familiar with
the Stairway of Learning (see Figure 1.3), which was developed by James McKinlay,
the Haines Centre Managing Partner for Canada. It demonstrates the stages through
which people pass when learning a skill. By being conscious of this, you will be able
to accurately judge the depths of your strengths and weaknesses.
It has four steps, plus four risers serving as the transitional stages between steps. As
you read this list, it is helpful to reflect on a specific skill you’ve developed, such as
learning to drive a car or learning to use a computer, as a personal example for yourself.
Step #1: Unconscious Incompetence. At this stage, “You don’t know what you don’t
know.” This is a very dangerous place to be. You are not conscious of things you cannot
do, and you probably are not even aware you need additional knowledge and skills.
Riser #1: Awareness. This is the point at which you become aware there is
something you don’t know. This is usually sparked by feedback from others.
Step #2: Conscious Incompetence. You are now conscious of your own limitations.
It’s your choice to decide whether or not you want to become competent. If so, seek
support and assistance to become more knowledgeable and skillful.
Riser #2: Attitude and Knowledge. This is a deliberate and conscious shift—you must
have the right attitude and be ready to learn. What’s your best approach to developing
competence? Is it through a course, coaching or on-the-job assignments?
Step #3: Conscious Competence. After developing the basic skills, you now have some
competence, but your movements are still mechanical. You lack the fluid rhythm of
one who is truly competent, but you’re moving in the right direction.
Riser #3: Skills Acquisition. Practice makes perfect. Through dedication and
perseverance, you transfer the skill from your mind into your body. Your motions
become more fluid. Candid feedback is critical to ensure that you don’t develop
bad habits, and to reinforce the proper skills.
Step # 4: Unconscious Competence. At this stage, you can perform the function in
a natural way without having to think about it. It has become second nature to you.
Riser #4: Mastery. Now you’re on the way to achieving a superior level of competence or mastery of the task. This is high-level performance.
Once you’ve achieved mastery a whole new level of learning opens. In the martial
arts, for example, after progressing through the various levels of colored belts to achieve
a black belt, you find out that there are as many as 9-13 levels of black belts. People
with a high level of personal mastery live in a continual learning mode—they never
“arrive” at the peak. Personal mastery is not something you possess; it is a process,
a lifelong discipline. People with a high level of personal mastery are acutely aware
of their ignorance, incompetence and growth needs. Here, the learning cycle begins
again—only this time the stairway is at a higher plane of knowledge and skills.
Note: ASP sells a BOK Self-Assessment for both the SMP and SPP. It is highly recommended
that you take it so you know your strengths and weaknesses before taking the certificate exam.
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1.1.6 Develop a Personal Vision
Task: Develop a personal vision, goals and personal strategies for your life and career.
We know we create a great vision when it has three qualities:
1. It comes from the heart. A vision is in some ways unreasonable.
2. We, alone, can make this statement.
3. It is radical and compelling. Our willingness to take a unique stand is what empowers us.
—Peter Block
When addressing your life goals, mission and vision, the key systems thinking question is: “What are my desired outcomes?” This question can address a whole host of
areas in your career and personal life. Do you wish for a promotion? Do you want to
move to a specific location? Do you want to spend more time with your family? You
should have a vision element for each, and you need to ensure that these goals are
compatible with one another.
You should have your own Strategic Life Plan because if you don’t know what you
want to do with your life, how will you know what you want to do with your job and
career? This is crucial for you to know. Without a vision or mission in life, you simply
exist day-to-day.
It is important to differentiate here between a vision and a mission statement. A
vision is usually seen as your guiding star—dreams, aspirations or hopes, even if they
are never quite fully realized. They represent your ideal.
A mission, on the other hand, is more pragmatic. It answers the question, “Why do
we exist?” and expresses this unique purpose. It answers three questions:
•
•
•

Who do you want to serve?
What talents and assets do you have?
Why do you want to do this?

A personal vision combines the elements listed in 1.1.1 (“Aim for Lifelong
Learning”) with the elements in 1.1.2 (“Maintain a Balanced Life”). This way you
ensure that while you are pushing for your goals, you do it in a way that doesn’t ignore
your balance of mind, body and spirit. In fact, if formulated correctly, a personal vision
should strengthen your balanced life.
To create a personal vision, envision what your ideal future life could be without
limiting boundaries (see Figure 1.4). Also, focus on your key visionary desires and
concepts instead of focusing on the exact wording. Perfectionism and boundaries limit
your ability to create your ideal.
Find a relaxed position in your chair, put down your pen and focus on personal
visioning for a few minutes. It is the best place to begin freeing your mind to focus
on the future.
Imagine your personal vision (Phase A) and goals (Phase B), and start thinking how
to reach them (Phase D).
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Figure 1.4 Personal Visioning
When you create your personal vision, you want to imagine where you want to be in
your career and your life. What is it that you wish you could be or do? The following
list contains roles or vision elements that you may want to address:

Personal:
• Physical fitness
• Health
• Mental
• Learning
• Emotional
• Spiritual
Career:
• Careers, industry and roles
• Work relationships
• Quality of work life
• Organizational culture and values
• Partnerships
• Education and degrees

Q

Interpersonal:
• Social and friends
• Sense of community
• Service to others
• Home and spouse
• Immediate and extended family
Wealth:
• Wealth accumulation and distribution
• Lifestyle balance
• Experiences and travel
• Ethics, character and reputation
• Hobbies and avocations
• Celebrations
• Environment and earth

uestions to Ponder
•
•

Do you have a complete vision statement? Why or why not?
Which of these life vision categories are most important to you?
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SKEPTIC
Once you’ve identified your personal vision, the next step is to explore the environment
which is likely to surround you through the next five years by using the SKEPTIC framework (see Figure 1.5), which has become the standard Future Environmental Scanning
rubric in the field. This is Phase E in the ABCs of Systems Thinking (see Introduction).
This step is important because the path to your personal vision will be impacted by
these factors. Imagine you are on a hike and your life goal is your destination. The
trail that you will follow may dip into valleys or weave around mountains. You have to
be aware of the threats you will encounter along the way, or you risk walking blindly
into them. Just as important, you must be aware of potential opportunities within your
environment or you risk missing them.
The SKEPTIC framework helps you identify these threats and opportunities. To
ensure that you reach your life vision, take a moment and reflect upon the following
environments through which the path to your life goal passes.
S Social
P Political
K Competition
T Technological, Technical
E Economic
I Industry, Competition
E Environmental
C Customer, Community, Service
When you have analyzed how each of these categories will impact your life goal then
you can take advantage of the opportunities or change your route to avoid the dangers.

Figure 1.5 SKEPTIC Worksheet
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1.1.7 Develop Personal Credibility
Task: Develop personal credibility by having the courage to confront dysfunctional
behavior.
It’s admirable to confront dysfunctional behavior. It’s another thing to be passiveaggressive, lose your ethics and hurt your reputation for high professionalism when
confronted with dysfunctional behavior. The key to developing personal credibility is
to disagree without being disagreeable.
One of the main factors in the success of Admiral Michael Mullen, former Chairman of
the Joint Chiefs of Staff with more than 40 years of world-wide experience, is his ability to
work effectively with others. In a cover article on Mullen, The Fast Organization stated that
every person he meets with walks away from that meeting feeling good about themselves.
This doesn’t mean that Mullen is being overly nice, or falling into the trap of trying to
please (see 1.1.4) or even that he agrees with what every person has to say.
What it does mean is that he is honest and straightforward, and that he has the
moral courage to take a definitive stand and explain his rationale on even the most
controversial of issues. For instance, he went on record in his support of repealing
the U.S. military’s policy of “Don’t ask, don’t tell” toward homosexuals in the armed
forces because it required homosexuals lie and lose their integrity as a prerequisite
for staying in the Armed Services. While you may not agree with his stance, it does
demonstrate the courage of his convictions, which he articulates in a respectful and
agreeable fashion.
It isn’t surprising to hear this news about Mullen, who is my personal friend and
a classmate from the U.S. Naval Academy class of ‘68. His father was in public relations and his mother was in a related field, so he learned how to express himself in an
agreeable way early on in his life.
Admiral Mullen demonstrates that you can have personal credibility by being honest
and courageous. In a business environment you may not get the publicity that Mullen
does when he takes a stand, but you may be faced with some similar choices.
For example, let’s say you are facilitating a meeting, and you see that the senior
executive is acting dysfunctionally. Everyone in the meeting turns to you to see how
you, as facilitator, will handle it. You have a choice to make at this moment: either
you ignore the dysfunctional behavior, compromise your values and lose some respect
from your group members, or address the situation and risk angering your client or
superior. In this situation, it is vital that if you choose to confront the senior executive,
you disagree with him or her without being disagreeable. You can do this by utilizing
a few skills:
1. Use the Rollercoaster of Change™ to your advantage. Understand that when
you confront the senior executive, he or she will go through the steps of anger,
shock and denial. But if you handle it correctly, the situation will be resolved
and your professional relationship with that senior executive will be stronger.
46

Chapter 1: Lead in Personal Credibility (1.1 spp)

2.

Perform your pre-work before the meeting. Make sure that you have a discussion with the senior executive about the Rollercoaster of Change™ before the
meeting even starts to ensure you have their understanding, support and buy-in.
The pre-work is a good time to contract with the senior executive so he or she
understands that you are willing to stop them if there is an issue and agree on
how that might occur.

Regardless of how you handle the situation, conflict management skills are critical.
When all is said and done, be certain you make the choices that show you possess
personal credibility and are unafraid to make stands with which others may disagree.

Questions to Ponder
•
•
•

Do you feel as though you can disagree without being disagreeable?
Why or why not?
After people finish speaking to you, do you think they are left with
a good impression of themselves? Why or why not?
When was the last time that you stood up for your beliefs, even if
it was an unpopular choice? Was this difficult or easy? Why?

N

otes and Actions
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Recap: Personal Credibility (1.1 SPP)
SPP candidates should understand seven tasks associated with leading in personal credibility:
1.1.1 Aim for Lifelong Learning: No matter how much experience and knowledge
you have in a field you should continue to pursue educational opportunities to
increase your abilities.
1.1.2 Maintain a Balanced Life: A healthy life is lived with a balance between mind,
body and spirit. You must strive to get and maintain this balance to be effective
in every area of your life.
1.1.3 Act with Conscious Intent: Don’t just act—act with a clear purpose. Everything
you do should be filtered through your mind to ensure it is the correct action to
take.
1.1.4 Commit to Ethical Practices: Check your ethics by asking yourself the question,
“Would my mother be proud if she knew of my actions?”
1.1.5 Take Personal Inventory: Know where your strengths and weaknesses lie so
that you’re able to accentuate your strengths and work on your weaknesses.
1.1.6 Develop a Personal Vision: How will you be successful if you don’t know where
you are going? Create a personal vision so that you can set achievable goals to
get there.
1.1.7 Develop Personal Credibility: Personal credibility comes from making the
tough choices. It is more important for a leader to be respected than it is to be
liked.
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Lead in Interpersonal Relationships
(1.2 SPP)
Whenever you’re in conflict with someone, there is one factor that can
make the difference between damaging your relationship and deepening it.
That factor is attitude.
—William James

T

o become an effective leader or to pass the SPP exam, each candidate should
know and understand how to accomplish nine tasks:

1.2.1 Show empathy, caring and respect by respecting the feelings, emotions and
perspectives of others.
1.2.2 Communicate effectively through active listening and questioning while giving
and receiving honest, effective feedback.
1.2.3 Mentor and coach others by helping them be accountable and achieve better results.
1.2.4 Manage conflict by influencing and persuading yourself and others towards a
“win-win” solution.
1.2.5 Be innovative and creative in strategic thinking, strategic and annual planning,
and strategic implementation of change, as well as continuous improvement.
Support creativity in others.
1.2.6 Build and adhere to a reputation for integrity, ethical behavior and fairness to others.
1.2.7 Facilitate better problem-solving and decision-making between individuals, seeking
consensus where possible, yet not allowing compromises on strategic direction.
1.2.8 Seek and act upon constructive feedback from others to further your personal
growth and development.
1.2.9 Give critical yet constructive feedback to others, including executives.
Note: These tasks were taken from ASP’s standards and Body of Knowledge (BOK). Key
words are italicized for easy reference. For more details on strategic leadership, see Stephen
Haines’ book Achieving Leadership Excellence, available at systemsthinkingpress.com.
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1.2.1 Show Empathy, Caring and Respect
Task: Show empathy, caring and respect by respecting the feelings, emotions and
perspectives of others.
Ralph Waldo Emerson said, “Every human being, of whatever origin, of whatever
station, deserves respect. We must each respect others even as we respect ourselves.”
Caring about others is one of the quiet skills of great leaders, and is really the foundation for this entire chapter. Without it, you will not be able to effectively communicate,
mentor or manage conflict as a Strategic Planning Professional.
While caring about others is vital, it is difficult to define as it is unobtrusive and
often hardly noticed. It seems like a very natural, almost automatic behavior for men
or women who have this quality to interact with others on a level that shows genuine
interest and respect.
In his autobiography Jack: Straight from the Gut, Jack Welch clarifies the importance
of caring about others in describing his life at General Electric over his 40-year career.
He was a master at:
•
•
•
•
•

Getting to know his people as individuals.
Being aware of what was going on in employees lives away from work.
Demonstrating a sincere concern for their long- and short-term welfare.
Constantly challenging each one to achieve their full potential.
Often having more faith in his people than they had in themselves.

His faith was always rewarded many times over as his people learned that their
imagination was their only real limitation. Welch’s philosophy seems like common
sense, but in the pressures and high tempo of the workplace, these fundamental
courtesies can be lost.
To compensate for this, look for ways to increase workplace morale (see “Celebrate
the Heart” on the following page for simple suggestions).

Equal Respect
It is vital that you remember that every person—despite differences of gender,
class, education, race, etc.—wishes to have their individuality and talents recognized.
This statement extends beyond coworkers to family, friends, acquaintances and the
multitudes of people you deal with on a daily basis. If you treat them all with empathy,
caring and respect, they will respect you back.
Remember, if you are nice to people on your way up, they’ll be nice to you on your
way down. This means that no matter how fast or far your personal stock may rise,
you must treat those around you with respect, because you never know when the
circumstances in your life might take a turn for the worse.
To contrast Emerson’s and Welch’s philosophies of respect and compassion there
are, unfortunately, many examples of disrespect and belittling. These are distressingly
easy to find.
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Celebrate the Heart:
11 Little Morale Boosters That Work
1. Treat ‘em to lunch.
2. Reward good deeds with extra time off.
3. Keep all areas clean, and bathrooms and break areas well-stocked.
4. Keep office equipment—computers, software, servers, internet connections,
fax machine, copier and postage meter—in good working order.
5. Provide workers with the right tools and supplies to do their jobs properly.
6. Try injecting some humor into the daily routine.
7. Send eager employees to seminars and conferences.
8. Don’t over-monitor—build an atmosphere of trust.
9. Offer snacks at meetings and once-a-week open house gatherings.
10. Celebrate special occasions with lunches; hold picnics.
11. Send thank-you cards on a regular basis.
— Adapted from Business
For example, British Petroleum’s (BP) Chairman Carl-Henric Svanberg said the
following regarding the 2010 Gulf oil spill: “People say that large oil companies don’t
care about the small people. But we care. We care about the small people.”
His intentions were good. He was trying to fight the commonly-held belief that
large companies don’t care about everyday Americans.
However, his use of the term “small people” reveals that he, perhaps subconsciously,
believes that the Gulf residents are somehow less deserving of respect because of
where they live or that they pursue occupations other than big business. In fact, this
wording completely derails whatever positive point he may have been trying to make,
and reinforces the notion that large businesses are out of touch with the day-to-day
life of Americans.
Remember that you may have the best intentions, but the way in which you express
and carry out those intentions must be respectful as well. As this example demonstrates,
terminology matters too. This will be discussed further in the next section.

Questions to Ponder
•
•
•

Think of a few of your coworkers. What do you know about their
lives outside the office?
Does your language reflect the respect you show everyone? What
key words should you use more frequently? Less frequently?
Are you humble? Why or why not?
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1.2.2 Communicate Effectively
Task: Communicate effectively through active listening and questioning while giving
and receiving honest, effective feedback.
There are three key skills to effective communication: sending the message (in a
verbal, written, printed, electronic or video format), receiving the message (listening,
reading or viewing), and being conscious of the message’s content and intent. Let’s
examine all three of these elements of effective communication.

Sending the Message: Telling
Effective outward communication has the following characteristics:
• Brief and simple. The longer and more complex the message, the greater the
chance that the recipient will misunderstand parts of it.
• Delivered in a personal way. More personalized forms of communication are
phone calls and face-to-face conversation. A personal message is more effective
because there is less chance of miscommunication. If the recipient is confused,
the sender can see it in the recipient’s expressions and tone of voice. The recipient
can ask questions, and the sender can clarify misunderstandings immediately.
More impersonal forms of communication are e-mail or printed letters.
• Repeated to ensure reception. People often need to hear a new piece of information four or more times to really understand and retain it. The following
chart illustrates comprehension percentages:
Repetition Increases Understanding at Least Four Times:
				
				
				
				

1st time
2nd time
3rd time
4th time

10% have it
25% have it
40-50% have it
75% have it

Remember there are still another 25 percent who haven’t got the
message. You can’t quit until you are sure a significant number of
people “get the message.” Otherwise failure is a likely outcome.
While you don’t want to speak down to recipients or act patronizing, you
want to set them up for success by ensuring they understand your communication. As Yogi Berra quipped: “First I tell ‘em what I’m going to tell ‘em. Then
I tell them. Then I tell ‘em what I told ‘em.”

Receiving the Message: Active Listening
Active listening is not something a lot of people do well. It requires patience and
an inherent interest in the other person and what they have to say. People tend to
concentrate more on telling than listening because we want to get our message out,
and we want to be understood first and foremost.
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A way to counteract lazy listening habits is to practice active listening, which is the
highest form of listening because it demonstrates a sincere intention on your part to
hear the message. It involves:
•
•
•

Listening to the speaker.
Paraphrasing what they said to you in your own words, then checking your
accuracy to indicate their message was received as intended.
Adding your comments or thoughts to continue the discussion.

One danger to note with active listening is that you can’t let yourself become
distracted by preparing your response while the other person is still speaking.
Composing and listening are not the same thing.

Being Conscious of the Message: Content and Intent
Content refers to the word choice that you use to convey your message. It doesn’t
matter what the purpose of your message is, if you use the wrong language to express
it, no one will see past the language. To revisit the BP example (see 1.2.1), Carl-Henric
Svanberg had good intentions when he made his statement about BP caring about the
Gulf residents. Unfortunately he used the wording “small people” to describe them.
Despite the good intentions of the statement, no one saw past the words he chose.
They caused such a fire storm that Svanberg had to publicly apologize specifically for
his wording, calling it “clumsy.”
To expand on this notion, intent refers to the underlying message that can be
read between the lines. To discover intent, pay attention to the other person’s body
language. Is their body sending the same message as their words?
Your actions speak louder than words, so it is important to ensure that your actions
support the original spoken or written message rather than belittle it. If body language
or word usage contradict a person’s message, you may be dealing with someone who is
practicing passive-aggressive behavior (see 1.1.4) and this may require you to manage
a conflict.

Q

uestions to Ponder
•
•
•

What techniques do you practice to ensure your messages are brief
and simple?
Recall the last professional conversation you had. Did you employ
active listening techniques?
When was the last time you weren’t conscious of content and
intent? How can you ensure that doesn’t happen again?
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1.2.3 Mentor and Coach Others
Task: Mentor and coach others by helping them be accountable and achieve better
results.
A well-known but anonymous quote about leadership describes the importance of
mentoring and coaching: “Leadership is one of the highest forms of service. It is best
exercised when it freely motivates others to a decision that is really theirs, but which
may never have been reached without the leader’s beneficial influence.”
A lot has been written and spoken on the importance of leaders serving as mentors
for employees who demonstrate great potential. In times when your corporate success is
directly linked to your ability to recruit and retain a strong team of dedicated employees,
mentoring and coaching can become your most effective tools.
The two goals that any coach wishes to achieve are:
1.
2.

Improving behaviors and performance.
Maintaining and improving the relationship between two parties.

Notice that these goals do not specify that the coach is senior to the coached in the
relationship. This is because you will find yourself coaching both your juniors, peers
and superiors, but every relationship will focus on a variation of the categories defined
by Dennis Kinlaw:
•

•

Mentoring: This is career-based and looks at long-term issues. The purpose
is to help someone “learn the ropes” about the organization and gain more
self-control over their own career plans.
Coaching: This is job-based and deals with short-term improvements. This
can be subdivided into other activities:
1. Counseling: Deals with emotions, feelings and perspectives; may require
professional intervention by a skilled counselor or psychologist.
2. Tutoring: Teaches new skills and develop technical competencies; may
require a referral to a professional educator.
3. Confronting: Clarifies performance expectations, identifies performance
shortfalls and challenges inappropriate results or behavior.

It is important to define the type of relationship so you can focus on the one that will
be most beneficial. A tutoring relationship won’t be effective if what is really needed
is a counseling one. Making sure that both parties are clear on the type of relationship
they are entering ensures the success of the relationship.
Regardless of the type of relationship, the benefits extend to both parties:
•
•
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You develop as a mentor, show a willingness to increase the productivity and
knowledge of coworkers and solidify yourself as a team player.
The mentored gains knowledge that would otherwise be difficult for him or
her to ascertain. This increases the speed of his or her development.
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Experienced mentors will tell you that the best people to coach and mentor are the
receptive, up-and-coming high potentials because as they grow, you will you grow
too. While it may be your responsibility to mentor those who are junior to you, at
some point you may find yourself mentoring a wide range of peers or superiors in
several areas:
•
•
•
•
•
•

Executive leadership
Managerial leadership
Supervisory leadership
Small unit leadership, cross-functional teams
Professional and technical leadership
Operational leadership

Coaching Line Executives
One of the skills you need to have as a strategic planner is the ability to coach line
executives. This is very important and may be one of your biggest coaching roles.
Although they my be Subject Matter Experts (SMEs) in their fields, you are the one
who knows strategic planning at the Iceberg Theory of Change level (see Introduction),
and it is your job to guide them through any strategic management process.
While mentoring and coaching are two of the most valuable ways to help others
improve performance, both depend on very effective interpersonal skills and on a
healthy relationship built upon mutual respect and trust.
Triangulation is the biggest threat to any of your relationships. This danger has the
potential of developing within the workplace with little warning, and it can weaken
or completely destroy a mentoring relationship if you don’t handle it the proper way.
This is discussed in detail in the next section.

Q

uestions to Ponder
•
•
•
•

Who should you be mentoring or coaching in your SPP role?
What type of mentoring or coaching relationships do you practice
on a weekly basis?
How often do you seek out new coaching relationships?
How many different executives are you currently coaching or
mentoring?
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1.2.4 Manage Conflict
Task: Manage conflict by influencing and persuading yourself and others towards
a “win-win” solution.
“Think Win-Win, or No Deal.” Stephen Covey’s fourth habit in The Seven Habits of
Highly Effective People is a succinct-yet-accurate description of the best type of conflict
management. Because organizations are full of day-to-day conflict, it is vital you know
how to diagnose a conflict and steer it by using the Rollercoaster of Change™ (see
Introduction) to ensure its resolution puts all participants in a more positive place. Any
conflict will fall into one of two categories:
•
•

Pinch: This is a little problem that can be dealt with fairly easily. These issues
arise fairly often, but are less emotionally charged than their crunch counterpart.
Crunch: If a pinch is ignored (see avoidance below) it can grow and fester into
a crunch. Crunches are large problems that are extremely emotionally charged
and difficult to deal with. A serious enough crunch may require a third party
to mediate a resolution between the two sides.

Regardless of the size of the problem, there are five ways of dealing with conflict.
Whether you are aware of it or not, how you handle conflict falls into one of these
categories:
1.
2.
3.

4.

5.

Win-Lose: You beat your opponent, and now he or she resents you for it and
will possibly try to get even in the future.
Lose-Win: You let your opponent win, and now you resent him or her for it
and may possibly try to get even with him or her in the future.
Compromise: Halfway between win-lose and lose-win. Everyone is equally
happy and unhappy. This happens most often in union and management
negotiations.
Avoidance: Both sides avoid the issue and are unwilling to engage in any sort
of discussion. This is the worst possible solution because it lets the problem
fester and get worse. Suddenly a pinch becomes a crunch.
Win-Win: Both sides win through constructive discussion and a willingness to
work together. This is the best solution. It requires that you have an intimate
knowledge of the Rollercoaster of Change and be conscious of the What? So
what? Now what? mentality (see 1.1.3).

Identifying the Conflict
One of the key points in successfully managing conflict is being able to identify it.
But don’t be fooled by symptoms masquerading as the root cause of the problem. It
is often necessary to explore the situation you are facing with another person to get
below the surface to the root causes.
Apply the six Whys and Whats is an effective tool for surfacing the deep-rooted causes
behind a conflict:
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1.
2.
3.
4.
5.
6.

What are you trying to achieve?
Why are you upset with me?
Why does that bother you so much?
Why are you so deeply affected by this?
What is this doing to our relationship?
What can we do differently to overcome this problem?

As you move from question to question, the real underlying causes of a conflict begin to
emerge. Now the problem can be identified for what it really is, and this helps you begin
to take action on the real problem, not just the presenting problem. Don’t be satisfied
with the first or second response—dig deeper and be sure to paraphrase back each time
to check for understanding. Begin with what you agree to earn the right to disagree.

The Value of Active Listening
Once the real issue has been identified, be prepared to use active listening (see 1.2.2).
This is key to finding a workable resolution to the conflict. When two people begin
by declaring strong and opposing positions on an issue, the conflict escalates. It’s hard
to back off from a declared position without “losing face.” However, if one person
consciously decides to find out where the other person is coming from before standing
up for their own position, the walls of resistance are lowered.

The Negotiation Process
Most of our experience at negotiation stems from what can best be described as
deal-making, as demonstrated by traditional contract negotiation procedures. You open
with an absurd request. I counter with an equally absurd offer. Then we fight to see
who is going to compromise or give in first. Usually, we end up somewhere near the
midpoint of the two absurd, opening proposals.
The simpler technique is to first find out what each party has as their primary interest
or top three desired outcomes from the negotiation. Those items that are common to
both parties will quickly become evident. Agree to ensure that these mutual benefits
are protected for both parties throughout the process.
By beginning with that which both parties agree upon as their shared starting point,
instead of their disagreement, a more constructive, positive base from which to conduct
the rest of the negotiation process is formed.

Compromise and Consensus
These two terms frequently arise during conflict discussions. What’s the difference?
•
•

Compromise: A settlement in which each side gives up some demands or
makes some unwanted concessions. Both sides end up unhappy.
Consensus: A full discussion followed by a decision that all can actively support,
even if it is not the exact one you would personally choose.

Conflicts resolved through compromise tend to leave people with a bad feeling about
what they had to give up, tarnishing the final resolution. In contrast, conflicts resolved
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through consensus often create a third solution, which is different from either of the
initial two solutions proposed. A better solution is found through synergy.
Consensus demands a willingness to continue the dialogue and the search for a good
solution, until an agreeable answer is found. People must be ready to actively support
the decision, not undercut it.

Triangulation
One of the more common types of workplace strife is “triangulation.” This occurs when
Coworker A comes up and says, “Did you hear what Coworker B did?” If you answer with,
“What?” and continue the conversation, Coworker A has succeeded in drawing you into
a triangle where the information is passing through people that have nothing to do with
the original conflict or event.
The best response to Coworker A’s question is to say, “No. What did Coworker B say
when you expressed your concerns to them?” This destroys the triangle before it starts and
shows that you have high ethical standards by refusing to become a part of one.
Coworker A will usually respond with, “Oh, well, I didn’t talk to Coworker B.”
This puts you in the ethically responsible position of letting Coworker A know that
because you will not be party to triangulation, he or she has a choice. Either Coworker
A can confront Coworker B about their concerns, or after three days, you will inform
Coworker A of the issue yourself.

Questions to Ponder
•
•
•
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Think of the last crunch argument in which you were involved.
How could you have defused it as a pinch?
Which type of the five conflict management styles do you find
yourself utilizing the most? The least? Why?
How have you handled triangulation situations in the past?
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1.2.5 Be Innovative and Creative
Task: Be innovative and creative in strategic thinking, strategic and annual planning, and strategic implementation of change, as well as continuous improvement.
Support creativity in others.
“I want you to be innovative and creative. But don’t screw up. (Right?)” During a consulting
assignment many years ago, I heard a senior manager of an organization say this to a room full
of his subordinates. What part of this message do you think the staff heard and remembered?
If you guessed, “Don’t screw up,” you’re correct! Being creative means taking risks. Perhaps
a staff member finds a more efficient way to do something. Perhaps they don’t and that
productivity is lost. If a person fears the consequences of “screwing up,” then they feel there
is only one way to go about things: by playing it safe. So much for innovation and creativity.
If you want your subordinates and peers to actually be creative, you must support their
failures as well as their successes. Only if an employee knows that they will not be punished
for trying to improve the organization, will you actually see employees taking risks.
Creativity and Innovation

It is possible to be creative without being innovative; however, it is not possible to be
innovative without being creative. Creativity is the first step. It is divergent, and can be
as simple as daydreaming about an idea. Innovation is the second step. It is convergent,
and involves actually acting upon the creativity to make it a reality.
Figure 2.1 shows that an idea can start with creativity (Phase C), but it is only through
ownership, support, communication and growth that it can become tangible.

Figure 2.1 Creativity and Innovation
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To be an organization with a creative culture, it is necessary to establish an environment
in which people are encouraged to explore and expand ideas and create new concepts,
products, solutions, processes or procedures. Each of these, when properly implemented,
can lead to organizational innovations that create wealth for the organization. Without
this added wealth creation, they are just creative ideas, not innovative actions. The ideas
must mature from an investment to a dividend.

The Planning Leadership Role
As a leader in your planning role, you have a key role to play in building a corporate
environment and culture that not only supports creativity and innovation, but also fosters
and expects it from all parts of the organization. This must also be backed up with ample
resources—people, funds, equipment, skills and space—to turn great ideas into reality.
Jack Welch, retired CEO of General Electric, describes the culture he helped to
engender at GE and how it created a challenging and exciting workplace where people
went the extra mile to achieve breakthroughs. In his autobiography, Jack: Straight
from the Gut, he relates how GE’s market leadership in the field of X-ray and CT
(Computed Tomography) scan machines was being threatened.
While their machines were acknowledged as the best in the world, operators were
complaining that the tubes in these machines had a life span of about 25,000 scans—
which was about half that of the competition’s tubes.
Through his leadership, the CT Scan Team accepted his challenge of quadrupling
the tube life span to 100,000 scans. In fact, they exceeded his challenge and doubled
that target by achieving a life of 200,000 scans from their tubes from 1993 to 1998.
By the year 2000, using the power of their Six Sigma procedures for continuous
quality improvement, the project team developed a tube capable of 500,000 images.
This tube became the industry standard in 2010.
That’s innovation! It takes clear, focused and motivating leadership, backed up by
solid business circumstance that demonstrates the need for change.
Note: It takes many attempts to achieve breakthroughs in innovation and creativity. The
427/809 Rule is an important one for leaders to remember. It took Wilbur and Orville
Wright 427 attempts before they got a plane off the ground in Kitty Hawk. Thomas
Edison tried 809 ways of creating the switch to go along with his new light bulb before
he succeeded. Persistence and patience are the pillars of successful innovation. As a
leader, every time you step on an airplane or turn on an electrical switch, remember—it
is important to honor, acknowledge and reward the efforts, not just the successes.

Questions to Ponder
•
•

What new techniques could you use to encourage creativity?
How can you turn some of your creative thoughts into innovations?
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1.2.6 Build a Good Reputation
Task: Build and adhere to a reputation for integrity, ethical behavior and fairness to others.
This section is closely related to 1.1.4 (“Commit to Ethical Practices), but addresses
your interpersonal relationships and trust.
The core issue regarding ethical practices is trust, “a dirty five-letter word.” The way
you develop trust is to show you care for others. They, in return, will trust you—but
it’s up to you to take the first step. If people do not trust you, you might as well quit
your job or consulting firm, because you can’t be effective in a compromised position.
Here is a quick list of the most common reasons people lose trust in their coworkers:
• They have low standards.
• They aren’t professional.
• They lack ethical practices.
• They lie.
• They talk about people behind their backs.
• They practice passive-aggressive behavior.
It comes down to the fact that if people don’t trust your motives or believe you are an
ethical human being, then they will not want to work with you. Your planning career
will end, and so may your job!
This rule holds true at any level of an organization, no matter the organization’s size,
field or financial status. It especially holds true at the very top, even to the President
of the United States.
For example, politicians seem to talk out of both sides of their mouth, and we wonder
why they’re listed as the lowest on the trust scale. Sometimes sales people rank higher
than politicians, because they enter into a business exchange with two goals: to sell
something that meets the customers needs and grows the seller/customer relationship.
A politician’s goals are murky and are often unclear to outsiders except in general terms
of getting reelected and earning money. The public sees politicians’ behavior as based
too much on greed and not enough on public service. The public also sees politicians
as using one-dimensional either-or, extreme thinking in a three-dimensional world.
The reason the military is often seen as a highly-respected organization is because it
embraced two concepts a long time ago. These concepts are useful in the civilian world:

1. As a leader, it is better to be respected than it is to be liked.
People may be liked because they are trying to make everyone happy. But it is true
that you can’t make everyone happy. In business, just as it is in the military, this is
a recipe for disaster and loss. By trying to please everyone you reduce everything to
the lowest common denominator and my reduce high quality ideas to average or subaverage ones. A leader is much more effective if they are respected and consistent, and
if their subordinates, peers and bosses understand the reasoning behind a choice, even
if they don’t agree with the choice itself.
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2. Salute and execute.
In the military, you can argue all you want with the boss, but once that boss makes a
decision you “salute and execute.” This means that even if you initially disagreed with
the decision, once it was made you carry it out to the best of your abilities.
This often times does not happen in the civilian world. People may perform with
passive-aggressive behavior. They agree with you to your face, nod their heads and
might even say they agree, but then they walk away and undercut you.
Never do this as a planner. Have integrity.
You have to be certain that you don’t engage in passive-aggressive behavior because
nothing will destroy your credibility and ethical practices faster. Be certain to discuss
the issue with the person whom the issue concerns.

Questions to Ponder
•
•
•

Do people trust you all the time? Why or why not?
How gracious are you when confronted with the results of your
actions? How can you improve this?
How do you enhance the self-esteem of others you deal on a daily
basis as you pursue your own excellence?

Notes and Actions
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1.2.7 Facilitate Better Problem-Solving and Decision-Making
Task: Facilitate better problem-solving and decision-making between individuals, seeking
consensus where possible, yet not allowing compromises on strategic direction.
There are many ways of dealing with conflict, and one of the most popular ones is
through compromise (see 1.2.4). This is often what happens when management deals
with a union. One side takes an extreme stance that is mirrored by the other side’s own
extreme stance. Eventually the two sides meet in the middle through the resolution
practice known as compromise. It does solve the problem, but this is not a good way
to build a strategic direction.
A Strategic Plan must not be watered down by compromise. This would only make
it average, lacking in any real inspiration, direction or competitive edge. So how do
you solve differences of views and opinion when creating strategic direction if you
can’t use compromise?
A SPP and SMP doesn’t advocate because advocating a position is a competitive
approach. You may win by the loudness of your voice, but this will only cause trouble
later (see 1.2.4). What you really want is a win-win that focuses on the good of the
people in the room, as well as the good of the organization. You’re facilitating the group
in making courageous, tough choices to create a plan that will guide the organization
forward in today’s dynamic, face-paced global environment.
Remember that a global environment affects every business in the world: public,
private, government and not-for-profit.
One helpful strategy to facilitate a group is to have everyone define the behavior
before the discussion becomes strained and emotional. If you know how people act
when they aren’t in a high-pressure situation, it will help you know when the participants are becoming too emotional or entrenched to be productive.
When that point is reached it is best to steer the conversation in a more positive
direction, refocus it and remind the group of the norms to which they agreed. Or you
can call for a short break and refocus when everyone returns.
If you are not a skilled facilitator as a senior planner, pair up with someone who is.

Consensus
The key goal in any group decision-making scenario, especially strategic planning,
is consensus. Consensus is defined by three words: active, support and change.
In defining consensus, it is helpful to remember that people support what they help
create. This means that if people are given a chance to give feedback, voice their opinion
and be involved in the decision-making process, they will support the final decision,
whatever it is.
This works much better than simply telling these people what is going to happen
without giving them a chance to participate in shaping the decision. It results in buy-in
and helps in stay-in!
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You can check to see if you have consensus by asking every member of the group:
“Do you actively support this final decision?” If people agree, then you know that you
can count on them to fulfill their part of the plan. If they disagree, then you know
that you have not yet reached consensus, and you need to give these dissidents more
time to voice their points of view.
But you can only ask this question after everyone has been given a chance to
participate in the discussion process.
Ultimately, a strategic planner knows that if consensus can’t be reached, if the group
remains fragmented, that the chief executive or the lead person is the one who makes
the final decision. Remember, it is better to be respected than liked (see 1.2.6).
To read more about people support what they help create, see “The Parallel Involvement
Process,” available at systemsthinkingpress.com.

Questions to Ponder
•
•
•

What techniques do you use to facilitate strategic planning groups
towards consensus?
Are you able to tell when emotions are running high in a strategic
planning group? What do you do about it?
How often do you check for support when a decision is made? How
can you increase the number of people who support your decisions?

N

otes and Actions
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1.2.8 Seek Constructive Feedback
Task: Seek and act upon constructive feedback from others to further your personal
growth and development.
Feedback is the breakfast of champions.
Allow others to give you feedback. This requires the skill of being open and receptive
to—and even encouraging—feedback from your customers, employees, supervisor,
peers, family and friends. Ask anyone who can help you learn and grow as a person,
professional and leader in your organization. Be open to learning, even if it is sometimes
painful.
Unfortunately, in most teams and organizations, there is little feedback offered or
received. However, the importance of feedback is natural in our lives. Consider our
need for annual physicals for health maintenance, regular oil changes for the car,
monthly bank statements to tell us how much we’re spending, etc.
Feedback can be negative or positive. Negative feedback indicates that the system may
be deviating from a desired course and must adjust or the desired outcomes will not
be achieved. Positive feedback indicates that no adjustment is necessary.
Either way, feedback is good information. In fact, inviting feedback is an important
personal and business survival skill to use in today’s rapidly changing environment.

Sports and Feedback
In the world of sports, coaches and players are constantly exposed to feedback. Tony
Gwynn of the San Diego Padres won eight batting titles—and one of the reasons he
did was that he pioneered videotape playback and feedback.
Gwynn used his own money to purchase video equipment and set it up in the locker
room behind the dugout. Then he had someone videotape all his at-bats. If he struck
out on a slider, he would go back to the tape as soon as possible to watch what the
pitcher did and how he did it. This way he knew what to look for the next time he
faced that pitcher. The next time Gwynn went up to bat against that same pitcher, he
knew what to expect and what to look for. When the pitcher eventually threw a slider
Gwynn had a much better chance of hitting it.
Why was he able to do this? Because feedback is the breakfast of champions, and
Gwynn is a Hall of Fame baseball player! If you want to be a champion ask for feedback,
good or bad.

Skeptics
Skeptics are your best friends. If someone doesn’t agree with your point of view, he
or she is a skeptic and worth their weight in gold. By definition, a skeptic is someone
who would like to believe but has reasons for why they won’t.
The best thing you can ask a skeptic is, “What do you think about my plan?” If you
are sincere in this question, the skeptics will tell you exactly what they think. If you
aren’t sincere, they will know, and you will receive low quality feedback. It’s usually
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good to ask skeptics what they consider to be the top three problems with your plan
or idea. This way you receive a concise, straightforward list.
Whether you ultimately decide to use the skeptic’s ideas, at least consider his or her
opinions. You will be much more effective.
If you elicit opinions you have to listen to and respect the ideas you receive. No
matter who the person is, even if this person is your subordinate, you must respect
his or her opinion.
A skeptic will help you by punching holes in your ideas and telling you the hard
facts that you may not want to hear or may not have thought of.
The brutal truth is, “If the two of us think alike all the time, one of us is unnecessary.”

Cynics
Although the skeptic is a wonderful tool to have to sharpen your ideas and plans, the
cynic is one person that you don’t need. The cynic is someone who says that your plan
has never worked, it can’t work and it won’t work. They won’t support their opinion
with any reasons or facts. There isn’t anything positive to draw from such a conversation.
Cynics are a cancer in your organization, but skeptics are your MVPs.

Q

uestions to Ponder
•
•
•

When was the last time you sought out feedback? How much of
this feedback did you use?
How gracious are you when accepting feedback? How can you
improve this?
What is the difference between a skeptic and a cynic?

Notes and Actions
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1.2.9 Give Constructive Feedback
Task: Give critical yet constructive feedback to others, including executives.
The honest truth about feedback is that you need to be able to accept it before you
can give it. Giving feedback requires tact and a positive attitude, and the best way to
develop this is to model your commentary after the constructive feedback that you’ve
received yourself.
What is constructive criticism? Let’s break this term down:
•
•

Criticism: Pointing out someone’s flaws and weaknesses. The term itself has
negative connotations.
Constructive Feedback: Pointing out someone’s flaws and weaknesses in their
actions and views, not their personalities, then giving them suggestions or
options on how to improve. This is done for the explicit purpose of improving
someone’s skills, attitude and knowledge. Ideally, this should be given in an
open and honest manner, when the person is ready to receive it.

While criticism can be a very negative, traumatic experience (see “Managers’ Morale
Mistakes” on next page), constructive criticism allows people to receive feedback and
thus better themselves in a positive way. But remember, while constructive criticism
is polite and honest, it cannot be sugar-coated or shy away from the tough topics.
Someone can’t learn or improve themselves if they don’t know what their weakness
are. You can help a person develop a goal to strengthen his or her weaknesses and help
the person reach this goal through constructive feedback.
As a planner, it is a challenge to balance the politeness of constructive feedback
with the honesty of criticism. Poorly-constructed feedback can cause the recipient to
become defensive, angry or hurt. It may also cause resentment or damage a professional
relationship. You must use constructive criticism to build your coworkers up, rather
than simply pointing out their flaws, which will tear them down. Focus on the issue,
not the person.
These simple rules of thumb will maximize your feedback abilities:
•
•

•

•
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Praise in Public: If you have something good to say about someone, make sure
that everyone hears it! Be specific about what they did.
Criticize in Private: If you need to confront a negative or potentially-negative
issue, be sure that you do it in private. No one wants to be criticized in front
of their peers.
Be Positive: Find something positive with which to begin and end the criticism.
This helps pad the constructive feedback in the middle. The more specific, true
and positive these beginning and ending statements are, the better.
Avoid Triangulation: Never criticize someone to a third party. This is
passive-aggressive behavior and can destroy relationships. Avoid triangulation
in conflict management (see 1.2.4).
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Managers’ Morale Mistakes
In a survey, 150 executives from the nation’s 1,000 largest companies
identified the ways in which managers damage employees’ morale the most:
				
				
				
				
				
				

Criticizing in front of others
Being dishonest			
Taking credit for others’ work
Being inaccessible		
Showing favoritism		
Don’t know			

38%
38%
12%
6%
4%
2%

—Adapted from Accountemps Personnel Journal

What Goes Around Comes Around: Three Questions
The best way to avoid defensive responses to your feedback is to first make it abundantly clear that you are not only open to receiving feedback yourself, but you both
welcome and expect it. By inviting feedback—remember, skeptics are your best friends
(see 1.2.8)—you become a positive role model. You must be positive and gracious as
you accept it, or this will discourage others from giving it to you, hearing it from you
or both.
Here are three positive questions to answer for others and to them answer for you:
1.
2.
3.

What am I doing well, and what should I continue doing?
What do I need to do more of to increase my effectiveness?
What do I need to do less of? What gets in my way of being more effective?

Questions to Ponder
•
•
•

What was the last constructive feedback you gave someone? How
did it improve their circumstances?
How often do you praise coworkers in public? Do you confront
them in private or not at all?
What are you doing well and what do you need to do better to be
more effective?
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Recap: Interpersonal Relationships (1.2 SPP)
SPP candidates should understand nine tasks associated with leading in interpersonal
relationships:
1.2.1 Show Empathy, Caring and Respect: Caring about others means getting to
know people as individuals, being aware of what is going on in employees’ lives
away from work, demonstrating a sincere concern for their short- and long-term
welfare, and often having more faith in people than they have in themselves.
1.2.2 Communicate Effectively: There are three key skills to effective communication: sending the message, receiving the message and being conscious of its
content. If any of these skills are lacking, your communication won’t be as strong
as it could be.
1.2.3 Mentor and Coach Others: There are four types of coaching: counseling, mentoring, tutoring and confronting. You may be responsible for mentoring not only
those who are junior to you, but also your peers and those who are senior to you.
1.2.4 Manage Conflict: There are five ways to deal with conflict: win-lose, lose-win,
compromise, avoidance, and win-win. The best of these options is win-win,
because it is the only option that allows both parties to feel as though they fully
benefited from the experience.
1.2.5 Be Innovative and Creative: Support creativity in your coworkers. Understand
that being creative means taking risks, and not every risk will pay off.
1.2.6 Build a Good Reputation: Trust is the most important element that you need
when dealing with others. If your coworkers or customers don’t trust you, they
won’t work with you.
1.2.7 Facilitate Better Problem-Solving and Decision-Making: Compromise may
be a strategy to manage conflict, but it is a bad strategy for deciding a Strategic
Plan because it will water down any good idea. Instead, a strategic planning
group should strive for consensus.
1.2.8 Seek Constructive Feedback: To improve the culture of your organization, you
should actively seek constructive feedback and seriously consider implementing
any offered.
1.2.9 Give Constructive Feedback: If you are comfortable receiving constructive
criticism, then you will be able to give it. Remember that you must not attack
others, and always give constructive feedback in an honest and open manner.
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Strategic Team Leader (1.3 SMP)
The great successful [people] of the world have used their imagination...
They think ahead and create their mental picture, and then go to work
materializing that picture in all its details, filling in here, adding a little there,
altering this a bit and that a bit, but steadily building—steadily building.
—Robert Collier

T

o become an effective leader or to pass the SMP Exam, each candidate should
know and understand how to accomplish six tasks:

1.3.1 Practice participative planning department management through involving others
and building consensus.
1.3.2 Facilitate the thinking, planning and implementation work of groups in meetings, task
forces and department teams.
1.3.3 Educate managers, employees and teams (regarding thinking, planning and
implementation).
1.3.4 Guide and support communication with department management and employees
about the Strategic and Annual Plan to ensure buy-in for implementation.
1.3.5 Lead an effective planning department team of management and employees alike.
1.3.6 Promote better planning department problem-solving and decision-making as a
role model for the organization.

Note: These tasks were taken from ASP’s standards and Body of Knowledge (BOK). Key
words are italicized for easy reference. For more details on strategic leadership, see Stephen
Haines’ book Achieving Leadership Excellence, available at systemsthinkingpress.com.
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1.3.1 Practice Participative Planning Department Management
Task: Practice participative planning department management through involving
others and building consensus.
This chapter is primarily concerned with the Strategic Management Office (SMO) as
a department and how its members work together as planners. The difference between
this chapter and the previous two is that we are now applying the concepts of leadership,
ethics, organization and facilitation to an entire team, not just individually or in one-on-one
relationships. This section applies equally well to a senior management or department team.
The concepts of participative planning concern the entire department and how the
department functions as a whole. Even though everyone in the department should already
have some degree of knowledge about strategic planning, there are still actions that you
must take to ensure that you put yourself, your coworkers and your department in a position to achieve maximum success. You do this by involving others in decision-making and
seeking consensus at every possible turn (see 1.2.7).
The key word in this section is participative. People want input on a decision that affects
them before the decision is made. This is so fundamental and vital, that we must push the
idea that people support what they help create further, so you can utilize it as your personal
philosophy in dealing with yours and other departments (see Chapter 4).
Participative leaders are those who gather input from people on issues that affect them
prior to their decisions being made. Although you must seek consensus whenever possible
and you understand people support what they help create, there are times when you won’t want
to share the responsibility of making a decision with someone else. However, even if you
make the decision yourself, this doesn’t excuse you from involving others in the decisionmaking process. We call this the Parallel Involvement Process.
The Parallel Involvement Process deals with a guarantee and a limitation:
Guarantee: “I will ask for and seriously consider your opinion.”
This Parallel Involvement Process provides whomever is involved with the knowledge that you will not arbitrarily make the decision without feedback. It reassures
them that their points of view will be heard and considered.
Limitation: “Although I will consider your opinion, I am receiving input from many
people and may not be able to exactly follow the ideas that you present to me.”
By disclosing that there are limitations, you set the parameters of the discussion.
The simple logic behind this statement is you will inevitably get one person who
says, “Yes, you must absolutely do this”—and the next person you speak to will say
the exact opposite. You can’t do both and you may not want or be able to find a
compromise between the two positions. When you ask others for their opinions and
ideas, they sometimes get the impression that you’re absolutely going to follow their
advice. When and if you don’t, he or she can feel betrayed and belittled. Letting
them know in advance that you won’t be able to use everyone’s ideas puts this
possibility to rest and saves you from having to resolve a conflict later.
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Tailoring the details of key stakeholder involvement in the Parallel Involvement Process
is determined by the core planning team prior to beginning the actual strategic planning and
change management process. Then, typically, the Parallel Process is held in meetings parallel to the planning phases. As the core planning team drafts documents, they are presented
to key stakeholders for their feedback and suggestions. The feedback is then brought back
to the team for final assessment and decision-making. It may take several rounds, but this
makes successful implementation of the strategic change much more probable.

Parallel Involvement Process Steps
1.
2.

3.

4.

5.

6.

7.

8.

Analyze and select your key stakeholders. A stakeholder is any group or individual
who is affected by your decision concerning a particular strategic planning topic.
Identify the key stakeholders. Decide whose involvement in your Parallel
Involvement Process meetings is key based on their importance to both the
development and achievement of your strategic management process.
Conduct your next planning or change leadership team meeting. At the
end of the team meeting, decide in detail exactly how to run your Parallel
Involvement Process meetings by asking the following questions: How do we
involve our stakeholders? When and where should we meet, and who should
attend? On which documents should we gather feedback?
Conduct a short orientation and training preparation. Ensure those planning
team members involved in the Parallel Involvement Process are coordinated and
comfortable with their efforts.
Conduct the actual Parallel Involvement Process meetings as planned. A
thorough job results in fewer implementation problems and less resistance to
change. When change happens cooperatively, people feel you’re doing it with
them rather than to them.
Collect flip-chart feedback sheets and take them to the planning and change
team. Include common themes and trends vs. pet peeves, a synthesis of the flip
charts developed at the meeting and impressions brought back to the planning team.
Have the full planning and change management team refine their plans based
on the Parallel Involvement Process feedback they can support. There are two
potential planning team problems:
• Completely rewriting documents unnecessarily—reinventing the wheel and
ditching sound decisions that have already been made.
• Replacing provocative words to make the document palatable, thus watering it down to meaningless or mixed messages.
Provide feedback on the changes made. Once you have updated your plans,
it is a good idea to share your revisions with those who were involved in your
Parallel Involvement Process. One way is to provide a comparison of the old
and new plan, explaining your reasons for change. A second way is to highlight
the changes on the new plan in much the same way as a legal document.
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1.3.2 Facilitate Group Work
Task: Facilitate the thinking, planning and implementation work of groups in meetings, task forces and department teams.
The Strategic Management Office (SMO) will have to work internally, planner-toplanner, in a strategic planning cadre. This means that you may find yourself facilitating
a group of strategic planning personnel. Even though everyone in the planning department knows about strategic planning, they still need facilitation so that everyone’s
efforts are contributing to definable, achievable goals.

Support Staff Cadre
You could be facilitating a group, meeting, task force or cadre of support staff for strategic
planning. For example, the cadre may be made up of a PR person for communications, a
budgeting person for finance, a marketing and brand person for marketing, a HR person
for personnel, and a strategic planner for facilitation and strategic planning from the SMO.
Regardless of the groups makeup, you will be there for the dual roles of supplying the team
with your strategic management expertise and facilitating the group.
It doesn’t matter if the group is composed of intradepartmental or interdepartmental
personnel. The strategic planner should be the one to facilitate everyone’s efforts
because the strategic management office is core. This requires the strategic planner to
have the most current facilitation knowledge, skills and experience. If the group is made
up of only strategic planners, the facilitator should be the most senior one involved.
Facilitation of a work group can be carried out in several different ways:
• Coordinating between your work group and other work groups.
• Coordinating the individuals of your work group.
• Making sure that individuals and groups coordinate among themselves.
• Facilitating a meeting.
It is vital that you are comfortable performing these duties because if communication
and coordination between individuals and groups stops or becomes impaired, then serious
scheduling, resource and logistical conflicts can occur. For example, when the budgeting
department creates the annual budget, all strategic planning usually stops because it is
difficult to keep planning for the future once you focus on the financial situation. Or some
companies have HR departments that evaluate all employees at the end of the fiscal year.
This often trumps and freezes every other project. It may be difficult for employees to work
on planning if they are distracted by upcoming performance evaluations.
When you develop your planning schedule or yearly implementation schedule, you
have to take other events into consideration. The only way to do this is to know about
them beforehand through coordination and communication. While you are ultimately
the one responsible for these publishing schedules, everyone in the group should share
the responsibility to supply you with scheduling information to ensure that all planning
is coordinated.
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Moods and Behavior Types
One often-overlooked aspect of assembling and coordinating a work group is the
members’ attitudes, personalities and moods.
A person’s “best” changes with his or her moods. A person’s best when in a good
mood can be far different than their best when in a bad mood. Just think about yourself
when you are not “right on.” Many times, we expect team members to be “right on”
all the time, when we, ourselves, are not.
Think of the different behavior types that you see in your coworkers, family, and friends.
Are any two identical? Once you realize just how different people are, you see how important it is to have a blend of them on the team, because each person sees things differently.
The following are basic mood and behavior types that are helpful to be able to identify:
Higher Mood States:
Gratitude
Generosity, Kindness
Creativity, Insight
Appreciation, Compassion
Patience, Understanding
Sense of Humor
Satisfaction, Contentment
Cooperation, Flexibility
Interest, Curiosity
Lower Mood States:
Impatience, Frustration
Boredom, Restlessness
Dissatisfaction, Conflict
Blame, Judgment
Self-righteousness
Stress, Burnout, Anxiety
Anger, Depression
Revenge, Hostility
All of these lower mood states get in the way of the common-sense logic and analysis
necessary for effective strategic planning.

Q

uestions to Ponder
•
•
•

How would you categorize the personalities of each person in one
of your work groups?
How are you able to tell what mood your coworkers are in?
How often do you check to make sure that members of you work
group are communicating?
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1.3.3 Educate Managers, Employees and Teams
Task: Educate managers, employees and teams (regarding thinking, planning and
implementation).
“If the rate of change on the outside exceeds the rate of change on the inside, the
end is near.” As Jack Welch states, if an organization evolves slower than its environment, it won’t survive for long. What is the best way to promote corporation-wide
evolution? Education!
Your responsibility may be to ensure that individuals learn about the Strategic Plan
through coaching, mentoring or individual training. Or you may be responsible for a
department of employees—or every employee in the organization, including management and executives.
The good news is that you don’t have to do it all yourself. You can coordinate
with internal communications, public relations, the training department or Human
Resources to ensure that all employees who need to be educated on the Strategic Plan
are educated on it.
The simple truth is that if you aren’t educating your fellow coworkers, you aren’t
part of a learning organization, and you aren’t actively pursuing knowledge transfer.
While you may not be doing the training or communications yourself, it is vital
that you ensure that this does happen. And, of course, the chief executive and senior
management are the right ones to lead this as well.

A Misconception
A misconception about educating others on your field of expertise—in this case,
strategic planning—is that many people believe if they train others in their area of
specialization, they won’t be needed anymore (“If anyone can do it, what do they need
me for?”) or their job will be at risk. This is not true.
The more intelligent everyone is about strategic planning and planning processes,
the more effective you’re going to be. By putting your knowledge into your coworkers’
hands, you are able to educate, resolve conflicts and coordinate more quickly.
If no one has any idea what you do, how will they be able to offer constructive
feedback, be a willing participant to in the Rollercoaster of Change™ or help plan
according to the Iceberg Theory of Change? The more aware they are of these concepts,
the easier it will be for you to get your ideas across in a systemic way.

Two Kinds of Education
1. Just-in-Time or Bite-Sized Education
You need to give bite-sized pieces of education when someone asks a question that
reveals that they are missing a piece of information. You should be able to fill in this
piece of information in a one- to two-minute lecture or vignette. For instance, if you
are in the middle of a meeting and someone asks what consensus is, you need to pause
the meeting and efficiently explain it to that person.
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Although this does lengthen the time spent in the meeting, this time is an investment
that will save more time later. If you don’t pause the meeting and answer the person’s
question, they will leave the meeting not understanding consensus as a concept. This
lack of knowledge will cause many more problems that will take much more time to
fix later.

2. Formal Training or Education
Formal education is usually what we think of as classroom learning. In the business
world, it happens at seminars or lunch-hour training sessions. It is much longer and
more detailed than just-in-time education. You are able to impart many complex and
deep concepts to training participants during this time, but the way in which you do
so is paramount.
Remember that people learn best by doing, as noted in the The Experiential Learning
Cycle (see Preface). This follows the What? So what? Now what? mentality.
Interestingly, your training participants do not need to be aware that they are
learning to actually learn. Another way to say this is that they don’t need to be in a
classroom or learning setting to learn important material. You can proceed through an
entire workshop, discussion or role-playing, and only start asking the questions that
ensure retention at the end: What did we learn? How are we going to incorporate this
into our lives? What are we going to do differently?

Questions to Ponder
•
•
•

How do you take responsibility for your coworkers’ strategic planning education?
What was the last bite-sized piece of education you gave someone?
Was it effective? How could it have been more effective?
When was the last time you were involved in organizing formal
training? Should you organize a formal training session for your
organization?
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1.3.4 Communicate with Management and Employees
Task: Guide and support communication with department management and employees about the Strategic and Annual Plan to ensure buy-in for implementation.
Stephen Covey wisely said, “Leadership is the result of communicating value in
people so clearly that they come to see it in themselves.” If every department is educated
about strategic planning and the Strategic Plan, then the next step is to work with
department staff to ensure they understand it in its entirety, as well as the annual
priorities that come out of it.
This is important because if people misunderstand the Strategic Plan, they will offer
either misleading feedback or feedback that doesn’t apply. It is equally important that
you get quality feedback on the Strategic Plan and its implementation.
One mistake that you must never make when communicating with department
management and employees is using the is the DAD Method:
•
•
•

Decide: You decide on a course of action with little to no feedback from the
people it affects.
Announce: You announce the course of action to the people it affects.
Defend: You end up defending the course of action from attacks by the people
it affects.

This is the old command-and-control way of doing things, and it didn’t work very well
back then because it didn’t allow for people to offer feedback or to buy into the process.
This “sit down and shut up” style of management definitely doesn’t work in today’s global
economy and workforce, even in autocratic countries like Iran and Venezuela.
What changed? It used to be that management didn’t have to worry about how it did
something. They simply made up their minds and did it, but now how you implement
something is just as important as what you’re implementing to the people involved.
Which is why it is so important that you give your coworkers a chance to respond and
offer feedback on your proposed Strategic Plan before it is implemented, and also that
you let them offer feedback on how it will be implemented. People want to be involved
in shaping the decisions that will impact their work environment.
If you take the time and effort to get buy-in up front, the implementation goes
much more smoothly and quickly. This approach is traditionally found more in Asian
countries than Western ones. Whereas Westerners are much more quick to create a
plan and implement it, Asian companies are more apt to make sure that the employees
buy in up front. The logic in this that if you spend more effort at the beginning winning
employees over, the added time and effort will pay for itself many times over because
of the increased smoothness of the implementation.
Here is a very telling fact: The University of Southern California’s Marshall School
of Business published a study of the nation’s largest corporations. It found that in
1996, the return on investment (stock price plus dividends) was 44 percent higher for
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companies with employee involvement compared with 21 percent at other companies
without employee involvement. Such companies also had an average return on sales
of 10.4 percent versus 8.3 percent at companies where employee involvement was low.
The bottom line is that employee involvement directly affects the bottom line, as
well as employee morale and satisfaction.

Q

uestions to Ponder
•
•
•

When was the last time you used the DAD Method for a decision?
How did it work out? Why?
In what ways could this decision have been smoother if you had
asked for feedback?
Are you currently in a organization that values employee involvement? If you aren’t, what can you do to get employee involvement?

N

otes and Actions
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1.3.5 Lead Planning Department Team
Task: Lead an effective planning department team of management and employees alike.

Walk the Talk Like a Leader
A SMP should lead his or her own department and have daily communication with
the management from other departments and with executives. Organized properly, the
top executive team should have the Chief Strategy Officer (CSO) or director of the
Strategic Management Office (SMO) as a member.
Because of your visibility to other departments and their employees it is imperative that you view yourself as a role model and follow the ethical practices discussed
in Chapter 2. You need to walk the talk. It is one thing to expect others to act in a
certain way; it is something else to show them how to do it.
You need to practice what you expect executives to do: build your own strategic
plans, seek feedback, participate in work groups, continue your education, hone your
facilitation abilities, etc. You need to do all this on top of running your department.

Start and End a Meeting Effectively
Always begin each meeting by stating and clarifying your meeting purposes. This is systems
thinking at its best. It also helps to focus your meeting and make it more productive.
Always end each meeting with the questions from 1.2.9:
1. Continue: What did we do well?
2. More of: What do we need to do to increase our effectiveness?
3. Less of: What do we need to do less of to be more effective?

Know Everyone’s Roles
Aside from your personal conduct, you need to be clear on the roles inside the
planning department team. As General Colin Powell said, “Great leaders are almost
always great simplifiers who can cut through argument, debate, and doubt to offer a
solution everybody can understand.” It is your job to clarify and simplify this process.
When people are unsure of their purpose, it opens the door to repetition, confusion
and conflict. It is best to assign roles to everyone involved before the first meeting.
This way they can arrived mentally prepared to carry out their part.
Here is a list of the key roles and responsibilities. Make sure you define each one:
1. Leader: This should be the SMP within the SMO.
• Sets initial agenda
• Contracts with team on final agenda, priority order, meeting norms and roles
each person plays
• Keeps meeting on track
• Guides rather than dominates
• Summarizes meeting action items or to-do list
• Conducts processing at the end of the meeting (continue, more of, less of)
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2. Gatekeeper: This should be the second most senior member of the group.
• Acts as backup to leader to make sure everyone is involved and participating
• Primary role is keeping meeting on track
3. Timekeeper: This is often combined with the gatekeeper.
• “Contracts” with team on time allotted for each agenda item
• Reminds team of time remaining on each agenda item
4. Action Recorder
• Records ideas, decision, and actions for to-do list on a flip chart
• Assists leader in summarizing meeting to-do list and processing at end of meeting.

Conduct Efficient Meetings
Once everyone is given a role in which they are comfortable, the meeting should be
as efficient as possible. Don’t be so concerned with time that you don’t allow everyone
to voice their opinion or for a debate to lead to consensus. However, don’t be so flexible
that the meeting wanders onto tangents.
Here are quick tips for how to lead an enjoyable, productive department meeting:
•
•
•
•
•
•
•
•
•
•
•
•
•
•
•
•
•
•
•
•

Make the success of the meeting each person’s responsibility.
Keep each person responsible for staying on track.
Develop an agenda that includes meeting purpose(s) and time frame.
Develop a set of norms or guidelines for behavior.
Prioritize multiple issues quickly, focusing on which items have the greatest
or most impacts?
Develop a to-do list for issues not needed to be handled by the entire group.
Check status of ongoing to-do list.
Don’t allow long-winded speeches.
Keep the overall goal in mind at all times.
Listen actively to others, then speak.
Speak only for yourself.
Have clear decision-making ground rules.
Don’t duck issues or conflict.
Don’t be polite to the extreme.
Take breaks together.
Give everyone a chance to participate.
Be as open and honest as possible.
Be sensitive to others’ needs.
Process the meeting.
Celebrate successes.

Remember: Nobody has all the answers. Frequently ask each team member for
their thoughts and views. Those who say nothing usually have something important
to say!
81

Standards of the Strategic Planning Field: Volume I

1.3.6 Promote Planning Department Problem-Solving
Task: Promote better planning department problem-solving and decision-making as
a role model for the organization.
As a Chief Strategy Officer (CSO), you will be involved in facilitation and
planning for both your Strategic Management Office (SMO) department and
for the rest of the organization. But because you are involved in facilitation and
planning, you will also be sought out for your knowledge on problem-solving and
decision-making.
As such, you need to make sure that you are confident in these skills as you will be
using them constantly to help others, and others will model themselves after how you
handle these situations. It is imperative that you as CSO, and the SMO as strategic
planners, are the best problem-solvers in the organization.
To keep your skills sharp, you might consider bringing in someone from
Organizational Development or Training to facilitate a meeting for you (while you
are in attendance) so that you can focus on problem-solving rather than facilitation.
This way you can be sure that you maintain the level of problem-solving your position requires.
The two roles of the meeting leader and meeting facilitator are often conflicting
one. The leader of the meeting is focused on content, while the facilitator focused is
on process management. It is good to step away from the facilitator role from time to
time, so you can focus on problem-solving. In addition, it gives others opportunities
to practice their facilitation skills.

A Better Way to Problem-Solve
The best way to solve a problem is not through problem-solving, but through
solution-seeking. The difference is that problem-solving will resolve the problem, but
starts with today and stays with today.
In contrast, solution-seeking solves the problem in a way that helps you reach your
Ideal Future Vision or goals. Gap analysis deals with the idea of seeking the best
options, choosing the right solutions and making the right decisions to close the gap
between the present and the desired future.
Figure 3.1 illustrates enhanced problem-solving using the ABCs of Systems
Thinking (see Introduction). Because systems solutions are circular, you envision
where you want to be (Phase A), then close the gap from today’s reality (Phase C) by
implementing solutions (Phase D).
Once this is done, you complete the cycle by gathering feedback and collecting data
against measurable goals (Phase B). This lets you know if you have truly reached your
goal and what changes need to be made in the future—which starts the cycle again.
For more information on system solutions, see “Systems Solutions vs. Simplistic
Problem-Solving,” available at systemsthinkingpress.com.
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Figure 3.1 Enhanced Systems Solution Problem-solving

Questions to Ponder
•
•

In what specific ways are you a role model? What skills do you need
to improve to continue to be a role model of the highest caliber?
Are your problem-solving skills up-to-date? How do you know?
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Recap: Strategic Team Leader (1.3 SMP)
SMP candidates should understand six tasks associated with being a strategic team leader:
1.3.1 Practice Participative Planning Department Management: Everyone who
will be affected by a decision will want to give feedback regarding that decision
before it is made. Use the Parallel Involvement Process with its guarantee and
limitation to collect feedback in a positive manner.
1.3.2 Facilitate Group Work: Coordinate with other work groups and departments
to ensure there aren’t any logistical or scheduling conflicts when you create the
annual planning schedule.
1.3.3 Educate Managers, Employees and Teams: Take responsibility for the education
of your organization regarding strategic planning. The more everyone knows about
what you do, the more that they will be able to help you with accurate feedback.
1.3.4 Communicate with Management and Employees: Strive to get buy-in before
implementing a Strategic Plan to avoid a steeper Rollercoaster of Change™ than
necessary. Avoid using the D.A.D. method to make decisions.
1.3.5 Lead Planning Department Team: Don’t tell people how to behave in an ethical
manner—show them. Be sure that each person in a work group has a role and
understands the responsibilities of that role.
1.3.6 Promote Planning Department Problem-Solving: Make sure your problemsolving skills are up-to-date at all times. Know that you aren’t problem-solving,
but solution-seeking, which will help you reach your Ideal Future Vision and goals.
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Cross-Functional Strategic Leader
(1.4 SMP)
Individual commitment to a group effort–
that is what makes a team work, a organization work,
a society work, a civilization work.

—Vince Lombardi

T

o become an effective leader or to pass the SMP exam, each candidate should
know and understand how to accomplish six tasks:

1.4.1 Create, charter and support cross-functional teams, projects and task forces.
1.4.2 Support and integrate business processes based on anticipating and delivering
customers’ wants and needs for quality products and services.
1.4.3 Institutionalize strategic thinking tools and critical thinking across functions in a
more holistic and effective manner.
1.4.4 Manage planning processes effectively through sound project management skills.
1.4.5 Foster a culture of innovation and strategic thinking throughout the organization.
1.4.6 Foster networking, knowledge transfer and the development of a learning organization across the entire organization.

Note: These tasks were taken from ASP’s standards and Body of Knowledge (BOK). Key
words are italicized for easy reference. For more details on strategic leadership, see Stephen
Haines’ book Achieving Leadership Excellence, available at systemsthinkingpress.com.
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1.4.1 Support Cross-Functional Teams
Task: Create, charter and support cross-functional teams, projects and task forces.
Cross-functionality is the biggest weakness in almost any organization because
most organizations structures themselves by function. These functions—or departments—can be seen as vertical silos that stretch from upper management down to
entry-level positions.
While there may be a good deal of vertical communication within each silo, there
also must be horizontal integration within an organization if it wishes to stay competitive in today’s global marketplace. Departments need to be able to communicate and
collaborate horizontally with one another to get the job done.
I am facing a similar challenge as I recover from cancer. It is nice to have a specialist
doctor who knows what he or she is doing, but this can be seen as a silo as this doctor
has a great depth of knowledge, but only in one area. I also need the integration of a
holistic approach. Unfortunately, a holistic specialist is not available to me, so I must
be responsible for getting the breadth of treatment I need.
Every organization needs both horizontal and vertical integration to be successful,
just as I need both to become cancer-free.

Cross-Functional Expert
As an SMP, you must be the expert on cross-functional teamwork. With this
expertise, you can help each team create a charter that follows the ABCs of Systems
Thinking (see Introduction and 1.1.1). As the different teams work towards their Ideal
Future Visions, you or your planning department coworkers need to help by supporting
their most important priority incentives. Supporting teams and projects does not mean
that you will be leading them. Your role is that of a facilitator, coach and support staff.

Cross-Functional Teamwork
In today’s environment of increased competition and decreased resources within
organizations, the art of collaboration is probably one of the most difficult skills for
managers to achieve. Thus, it becomes an important role of leadership to forge relationships with individuals at all levels of the organization. This will supply you with at
least a base knowledge of the pool of individuals from which you’ll be creating teams.
A group of people thrown together from different functions to work on the same
project is not yet a team. They are simply a group of individuals.
When you start a cross-functional team (see Figure 4.1), you and your fellow team
members need to know and understand what it is to be a team. Does your team have:
• Clear goals?
• Clear roles?
• Clear procedures?
• Norms of behavior?
• Working relationships between all members?
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Figure 4.1 Cross-Functional Teams
A comparison between cross-functional teams and sports teams can reveal some
insights regarding these questions, as well as the importance of teamwork. For sport
teams, many of the questions of goals, roles and procedures are inherently defined because
of the essence of competition and sport—for example, a baseball team will always try
to score more runs than the other team. There are predefined positions and rules that
govern the game. However, in the business world, you have to put effort into answering
these questions so that every member of the cross-functional team is on the same page.
Let’s refine our comparison by speaking specifically about basketball. In basketball
the best team usually wins, not the team with the best individuals. Kobe Bryant, of the
Los Angeles Lakers, won three NBA championships when he played with Shaquille
O’Neal. But when Shaq left, Bryant tried to do it all himself. As the leader of the team
he became more selfish, passed less and took more bad shots. While Bryant put up
great scoring numbers that year, the team ended the season with a record of 34-48.
It was only in the 2008 season that Kobe learned that when you help the others
players get better and work as a team, you win. Incidentally, Michael Jordan learned
this very quickly and that’s why he eventually won so many championships with the
Chicago Bulls.
To bring this comparison back to business, if a cross-functional team has a few
“stars,” but no one works in conjunction with the others, the team will not achieve its
true potential. Individual brilliance means nothing unless it is supported by teamwork.
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More and more organizations are turning toward a horizontally-integrated
structure, organizing around processes rather than individual, hierarchical and vertical
functions. Cross-functional teamwork is an essential ingredient for success. Without
teamwork, a total focus on the customer in today’s changing marketplace won’t happen.
Here are some suggested tips for creating cross-functional teams:
• Structure the processes of the organization to support the interdependency of
its functions.
• Ensure that everyone understands their customers’ expectations.
• Everyone in the project or task force must understand the relationship of that
function, department or team to the overall organizational goals.
• Everyone must also understand their individual role and how they impact the
success of the function or department.

Q

uestions to Ponder
•
•
•

88

Are your cross-functional teams actually teams or groups of individuals? Why do you think so?
How can you improve the cross-functionality of your organization?
Do your cross-functional teams communicate enough? How could
you stimulate more communication if it’s needed?
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1.4.2 Integrate Business Processes
Task: Support and integrate business processes based on anticipating and delivering
customers’ wants and needs for quality products and services.
Every organization has a large number of businesses practices: recruiting, training,
payment, sales, marketing, etc. These processes are the focus of Re-engineering, Total
Quality Management (TQM), Six Sigma and Lean Manufacturing.
These different approaches all value and support integrating business processes.
Although it is helpful to know at least the basics of these business management
strategies, what you really need to know is how each department interacts with every
other department within your organization. This knowledge will help you to support
inter-department integration.
The integration of business processes should be based on anticipating customers’ wants
and needs for quality products and services. This process begins with an understanding of
what the customer values—price, quality, customer service, etc.—in products and services.
Along with that understanding, you also need to recognize the roles required by
the various organizational functions that provide those goods and services through
functional processes and business processes.

Functional Processes vs. Business Processes
Functional processes are processes that stay in departments—for instance, an HR
process will stay within Human Resources. However, this is a bad way to look at the
processes of an organization because it is piecemeal.
In contrast, business processes are a set of activities that cross the boundaries of functional departments. For example, a recruiting process will involve HR, public relations
and whatever department for which the organization is recruiting. This process is now
cross-functional instead of merely functional.
The outcomes of a business do not usually rest with an individual or a specified functional area (department). Employees must play a part in one or more cross-functional
business processes and projects. The problem with many organizations today is that
they see themselves as a group of functions and not processes. Ask people on the street
what they do in their companies, and they are likely to tell you the department they
work in. Instead, the organization must be seen as a set of processes that produce outputs of
value to a customer, not just a set of functions.
Although business processes should be smoothly transferred from department to department, this can become problematic. If two departments don’t normally work together,
business processes can be like throwing a grenade over the wall to the other department.
Most times you don’t even know it is a grenade, nor do you see or hear the explosion.
This is why business processes must be streamlined to ensure that departments aren’t
unwittingly shelling each other, causing loss of productivity and greater confusion. As an
SMP, you are in a position to help ensure these successful business processes are in place.
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Successful Business Processes
Successful business processes should focus on delivering the customers’ wants and
needs for products and services. Although many people think that business processes
are designed solely to increase efficiency, it is untrue. The business process is not designed
just for the efficiency of the organization, but should be primarily designed to supply the muscle
for customer value. Identify how your organization has chosen to position itself and its
resources in adding value to the customer by completing the following actions:
• Ensure all functions understand and share the vision of the organization’s
leadership.
• Make certain that all functions and departments are focused on the organization’s mission, core strategies and customer satisfaction.
• Have an understanding of the role of other functions and departments.
• Know the impact each function and department has on adding value to the
organization’s external customers.
The following questions will reveal your knowledge of and comfort with your business
processes:
• Are you clear on what your business processes are (usually 10 or less)?
• Have you identified which business processes are top priorities (business impact)?
• Is the driving force behind each process a clear understanding and explicit list
of the customers’ wants and needs?
• Does each Process Improvement Team have a senior executive as sponsor and
champion?
• Have the teams been trained on project management, teamwork, conflict
management and the technical tools they will need to accomplish their tasks,
such as workflow mapping, etc.?
• Is the process improvement linked back to senior management through the
Executive Committee on a regular basis?
• Have all parts of the organization been included in blow out bureaucracy and
waste workshops that generate radical savings?
• Is there a specific reward and recognition system to reinforce waste reduction?

Questions to Ponder
•
•
•

When was the last time you had to deal with a “grenade” from
another department? How could you improve this process?
What are the wants and needs of your customers? How do you
know this?
Do you know what function and value each department has in
delivering the product or service to the customer?
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1.4.3 Institutionalize Strategic Thinking
Task: Institutionalize strategic thinking tools and critical thinking across functions
in a more holistic and effective manner.
Institutionalizing systems thinking for an individual, team or organization is a new
and better way of thinking across functions. It is one thing for an individual or group of
individuals to acquire new knowledge, but another thing to share it across functions so that
the whole organization gets the full benefit of this learning. If everyone in your organization
understands the Rollercoaster of Change™, the Iceberg Theory of Change and the ABCs
of Systems Thinking (see Introduction), then implementing strategic change, integrating
business processes and approaching corporate-wide problems will be much easier.
Aside from corporate-wide learning, using a common and shared organizational systems
model has tremendous advantages. Not only is it practical as a fundamental template for a
better way to think, it also provides a superb diagnostic tool for analyzing your organization
and all of its subunits. It can test the fit, alignment, attainment and watertight integrity
of the entire organization with your overall vision and marketplace positioning. It is also
extremely useful as a common structure for communicating and working together to change
parts, processes and relationships within your organization to achieve your vision.

The Cascade of Planning
One principles of systems thinking is that the minute a system is born or set in place, it
begins to die. This is the natural law of entropy, which eventually causes every system to
slowly run down. Entropy is directly opposed to the principle of continuous improvement.
This is where the Cascade of Planning (see Figure 4.2) comes in. This strategic framework ensures that critical thinking permeates the entire organization. By using systems
thinking to design a framework for the Strategic Plan’s implementation that automatically
includes every level of your organization, you have a built-in protection against entropy.
This requires you to cascade change down through each level. It’s the only way this new
idea can continue to move the plan forward and perpetuate its success.
As Figure 4.2 illustrates, Phases E, A and B of the ABCs of Systems Thinking (see
Introduction) are the strategic thinking steps to systems thinking. During these steps
you are able to look horizontally across all departments (see 1.4.1) to ensure the Strategic
Plan has been designed with Key Success Measures to guarantee it is constructed and
implemented in a holistic fashion that will ensure maximum success.
In traditional analytic thinking, the parts are primary and the whole organization is secondary.
In systems thinking, the whole is primary and the parts are secondary. If you recognize that all
the parts of your organization—departments, units and individuals—must work together
to align the system’s output of serving the customer, you are well on your way to success,
because everyone in the organization will have the same strategic knowledge base.
This cascade uses the organization’s core strategies as the glue—or the shared strategies
needed to successfully carry out the Strategic Plan. This creates a critical mass for change.
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Figure 4.2 The Cascade of Planning
For more details, see Reinventing Strategic Planning, available at systemsthinkingpress.com.
93

Standards of the Strategic Planning Field: Volume I

1.4.4 Manage Planning Processes
Task: Manage planning processes effectively through sound project management skills.
Members of the Strategic Management Office (SMO) often end up functioning as
project managers. When people think of project management skills, they often picture
number-crunching and studying Gantt charts. However, this is only a fragment of the
skills that you have to have to be a sound project manager.
Being a successful project manager means you are a successful people manager.
Employees are the ones fueling the project, and ultimately, its failure or success rests
on how well they meet their goals. It is your responsibility to ensure that each person
works up to their potential through positive reinforcement and constructive criticism.
However, even this is a simplified view of project management. You have to deal
with the environment surrounding the project through environmental scans (see 1.1.6),
involve key stakeholders, ensure customer satisfaction, etc.
The following is a list of elements that project managers need to be mindful of:
• Employees: Satisfaction with organization, turnover, organization-wide
assessment, WIIFM (What’s In It For Me?) for each member
• Customers: Customer satisfaction, needs, wants, services
• Marketing: Market segment research, market share research, product performance and analysis, competitor analysis
• Finance: Balance sheet, P&L statement, ROE, ROA, cash flow
How do you balance all these constantly-changing factors? Through innovation and
sound judgment. By ensuring consistency and adherence to the project goals—and thus
the larger organizational vision—you can keep your team on target.
However, be aware of some common problems that occur during project management:
• Even the best plans fly apart if not facilitated correctly.
• The process becomes technical instead of people-oriented.
• Short-term profits overshadow long-term vision and values.
• Poor meeting management causes project to miss deadlines and have cost overruns.
Even though you are being exposed to project management knowledge, skills and
capabilities before you are exposed to some of the finer points of being a strategic
manager, the knowledge in this section will act as a base for future sections.
For more information on project management, see “Systems Solutions vs. Simplistic
Problem-Solving,” available at systemsthinkingpress.com.

Questions to Ponder
•
•
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How can you balance the many elements of project management?
During your last project management position, did you say focused
on people or become wrapped up in the technicalities? Why?
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1.4.5 Foster Innovation
Task: Foster a culture of innovation and strategic thinking throughout the organization.
This section deals with creating a culture of creativity and innovation throughout
the entire organization. Management can say it wants creativity within its culture, but
there is a constant tension between creativity and accountability. People who think in
creative ways take risks. Are you prepared for the risk? At what cost?
Creativity leads to innovation (see 1.2.5). As Pablo Picasso once said, “The chief
enemy of creativity is ‘good’ sense.” If you need to discard some of your “good” sense
to be truly creative, then someone who is being creative is naturally going to take risks
that may or may not pay off. So how can you reconcile the need of an organization to
be efficient, yet allow for employees to take chances? The answer is twofold:
• Short-term: Some risks don’t pay off, and you lose money or hurt productivity.
• Long-term: Creativity leads to innovation of products, processes and services.
This saves money and keeps the organization competitive in the global market.
Because of the long-term benefits, you must hammer creativity deep into your culture,
despite the fact that it often times appears to lose money or hurt productivity in the short
run. If businesses didn’t allow for creativity within the workplace, advancements would slow
to a trickle. Your organization must always try to find better, faster and cheaper products,
processes and services, or it will fall behind the global competition.
Here is an example of the proper view of creativity in the workplace: A man walks
into his superior’s office after his innovative project failed, and he lost the organization
$10,000. He asks his superior, “Are you going to fire me?” The superior says, “Fire
you!? No! I just paid $10,000 for your education.” This demonstrates the correct
attitude that you must have and cultivate among management. Failures need to be
seen as learning experiences—within reason, of course. For more information, refer
to the Experiential Learning Cycle in the Preface.

Beyond Brain Storming: Ways of Encouraging Creativity
•
•
•

Blowing up Bureaucracy: Drive home the point that you want creativity,
added savings and waste elimination at every level of the organization.
Get into the Culture: Ingrain creativity into the culture by injecting it into
communication, education, rewards and discipline.
Process Mapping: Look at strategic maps of the organization and connect
ways in which processes do run or could run more efficiently.

Questions to Ponder
•
•

How could you improve your organization’s culture of innovation?
Does management view innovative failure as a learning opportunity? If it doesn’t how might you change this part of the culture?
95

Standards of the Strategic Planning Field: Volume I

1.4.6 Foster Knowledge Transfer
Task: Foster networking, knowledge transfer and the development of a learning organization across the entire organization.
Muhammad Ali said, “I hated every minute of training, but I said, ‘Don’t quit.
Suffer now and live the rest of your life as a champion.’” Learning breeds champions.
Until your organization transfers knowledge across functions and departments
(see 1.3.3), you aren’t developing a learning organization. Learning organizations are
much more agile and adaptable in the highly competitive global economy; thus, it is
important that you try to raise your coworkers’ and employees’ baseline knowledge,
skills, attitudes and capabilities.
It is not about how knowledgeable you are, but rather how much information is
continually flowing to employees at all levels of the organization. Similarly, it doesn’t
matter how smart your smartest people are—it matters how well-educated everyone
is. This education can also be called a base-level or tacit knowledge because it is the
foundational knowledge upon which your organization can build ideas and discussions.
This knowledge is tacit in that it is not formal book learning, but is how the experts
in your organization really do their work.

What Should Make Up Base-level or Tacit Knowledge?
Although every organization is going to have its own knowledge that management
deems vital to transfer throughout the organization, a simplified version of systems
thinking should be one of the first frameworks to which everyone is introduced. Even
a small amount of exposure to systems thinking allows employees to take a more
simplified, yet systemic and holistic approach to daily challenges. Systems thinking
can also act as a framework for future knowledge transfers.
This will move the organization away from traditional analytic thinking, in which you
ask questions such as, “Do you agree with statement A or statement B?” This question
begs two answers: “I agree with A” or “I agree with B.” By using systems thinking, you
can answer this same question by saying, “I agree with statement A and statement B.”
Here are some other benefits for including systems thinking in knowledge transfer:
•

•

•
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The Rollercoaster of Change™ gives individuals insight to their reactions to
change and cultivates a self-awareness of the roles people take when confronted
with change.
The ABCs of Systems Thinking provides a way for cross-functional group
leaders and members to progress toward future goals in a positive, clearly
defined way.
The Iceberg Theory of Change shows an intimate glimpse into the life and
work of a strategic planner. Illuminating this process allows your coworkers to
understand why you approach problems and strategic planning the way you do.
This increased knowledge will improve their feedback to you.
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You must decide is what kind of formal and informal processes you are going to set
in place to ensure knowledge transfer. Knowledge transfer does not happen accidently.
It is the result of a conscious effort.
The Strategic Management Office (SMO) can help foster knowledge transfer,
but this doesn’t mean that you need to do it all yourself. If your organization doesn’t
already have a knowledge transfer system in place, you can be the catalyst for creating
one. You need to be the person that ensures that it does happen.
The question is, how will you turn this idea into a reality?

Questions to Ponder
•
•
•

Is there a base level of knowledge in your organization? How could
you implement one if there isn’t?
What organizational knowledge would you consider important
enough to impart organization-wide?
How would systems thinking act as a framework for knowledge
transfer?

Notes and Actions

97

Standards of the Strategic Planning Field: Volume I

Recap: Cross-Functional Strategic Leader
(1.4 SMP)
SMP candidates should understand six tasks associated with being a cross-functional strategic
leader:
1.4.1 Support Cross-Functional Teams: Create cross-functional teams, not just
collections of individuals, by ensuring teamwork and a common goal.
1.4.2 Integrate Business Processes: Ensure the smooth flow of business functions
from one department to another by incorporating organization-wide learning.
1.4.3 Institutionalize Strategic Thinking: Expose all employees to systems thinking so they have a shared base of knowledge they can use for feedback and
problem-solving.
1.4.4 Manage Planning Processes: Know how to deal with a project on a day-today and minute-to-minute basis through environmental scans, innovation and
solution-seeking.
1.4.5 Foster Innovation: Understand that while innovation may appear to reduce
productivity or cost money in the short-term, it keeps an organization competitive
in the global marketplace in the long-term.
1.4.6 Foster Knowledge Transfer: Act as the catalyst for the implementation of an
organization-wide base of knowledge so that every employee is able to contribute
in a meaningful way to any conversation.
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Organization-Wide Strategic Leader
(1.5 SMP)
Leadership is now a state of mind, not a position.

—The Futurist

T

o become an effective leader or to pass the SMP exam, each candidate should
know and understand how to accomplish ten tasks:
1.5.1 Support the organization’s vision, values and competitive position in the marketplace, as well as strategies to achieve them throughout the organization.
1.5.2 Support organization design professionals and senior management to effectively
redesign and restructure the organization chart in order to align it with the
Strategic Plan for day-to-day responsibility and accountability.
1.5.3 Coordinate communication of strategic content through senior management and
communications staff relying on a range of channels and methods.
1.5.4 Align planning and implementation tasks with accountability for employee achievement
at all levels.
1.5.5 Support cultural change and transformation to create a customer-focused, highperformance, adaptive organization.
1.5.6 Organize and design the change management infrastructures and change processes of the
organization to smooth out Strategic Plan implementation and change management.
1.5.7 Be a change agent, advocate and advisor to management during strategic implementation.
1.5.8 Assist the organization in being flexible and adaptable to changing environments,
demands and deadlines.
1.5.9 Guide effective sourcing, application and sharing of knowledge and learning across
the organization.
1.5.10 Ensure that the underlying business model and processes for the organization are aligned
with the desired changes arising from the Strategic Plan and its implementation.
Note: These tasks were taken from ASP’s standards and Body of Knowledge (BOK). Key
words are italicized for easy reference. For more details on strategic leadership, see Stephen
Haines’ book Achieving Leadership Excellence, available at systemsthinkingpress.com.
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1.5.1 Support the Organization’s Vision
Task: Support the organization’s vision, values and competitive position in the
marketplace, as well as strategies to achieve them throughout the organization.
The best way for you to support your organization’s marketplace positioning is to
identify its competitors and customers within the marketplace. Only then can you
begin to help senior management develop a Strategic Plan based on cold, hard analysis
and facts.
Here are three steps to help determine an organization’s position within a marketplace:
1.
2.
3.

Identify your customers or who you want as customers.
Identify your competitive advantage—this is easily said, but hard to do.
Design your organization’s entire set of activities, tasks, content, processes,
structures and policies to deliver your competitive advantage to your customers.

Note: The best customer-focused organizations have clear accountabilities for each
customer, with one person responsible for each customer.
While you traverse through step three—which is infinitely easier to write than it is
to do—you should focus on designing the following areas so that they fit with your
organization’s competitive advantage within the marketplace (Step 2):
•
•
•
•
•
•
•
•
•
•

Leadership development
Business processes		
Missions of all units		
Operational plans and goals		
Succession planning
Skills
Information flow
Rewards
Controls and relationships
Accountabilities

By focusing on these different elements of your organization, you ensure that each
employee shares the same organizational vision. If employees waver from department to
department, your organization puts itself at risk of being inefficient because employees
will be pulled in different directions (see 1.5.2).
Often the biggest challenges to creating a shared organizational vision is individual
motivations and emotional management, which requires you to become skilled in
conflict management.
When creating a Strategic Plan, it is imperative that you also take as much emotion
as you can out of the process, or ensure that whatever emotion remains is harnessed
in a positive, logical manner for better decision-making. This is because planning can
become an emotional affair, but basing the long-term viability of your organization on
emotionally-charged planning is grounds for disaster.
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Once you have completed these steps, your job is to help implement the processes
and structures that you supported senior management in making. This involves carrying
out the Cascade of Planning (see 1.4.3) and looking beyond the paperwork to monitor
the execution and implementation of the change. This is a multi-faceted process that
requires you to be flexible and play a variety of roles at a moment’s notice.

Successfully Defining Marketplace Positioning
A good example of successful market positioning is the Marriott Corporation. It
has many different hotel chains that are aimed at different markets, but its positioning in every one is based upon customer service. For example, the corporation has
the Marriott Resorts for exotic getaways, Marriott Hotels for traditional traveling,
Courtyard by Marriott for business travelers, Fairfield Inns by Marriott for affordable
travel and the Renaissance Inn by Marriott for the long-staying traveler.
In 1995, Marriott wanted to enter into the luxury end of the hotel industry by
using their customer service as their competitive position. However, the Ritz-Carlton
hotel chain had occupied that position since the late 1920s. Instead of infringing
upon the already well-established market placement of Ritz-Carlton, Marriott bought
Ritz-Carlton, taking over the customer service business position while keeping the
Ritz-Carlton brand.
So now the Marriott Corporation inhabits many different marketplaces—from budget
travelers to luxury travelers—but they have the same positioning in each: customer
service. It is a brilliant example of brand recognition and marketplace placement.

Questions to Ponder
•
•
•

How will you know your organization is effectively designed to
deliver to your customers’ needs?
How is your organization designed and structured today?
What do you need to change in your organization’s activities,
tasks, content, processes and structures to more clearly serve your
customers?
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1.5.2 Support Organization Design Professionals
Task: Support organization design professionals and senior management to effectively redesign and restructure the organization chart in order to align it with the
Strategic Plan for day-to-day responsibility and accountability.
Organization design is a lot like ship design. If you want to build a ship to go to
the North Pole, everything you build and design for that boat must have the aim of
reaching that destination. The bow has to be able to be able to plow through ice, the
rudder can’t freeze in place, the cabins need to have adequate heat, etc.
Everything has to fit together to be watertight, or this vessel will face critical
obstacles. If the it leaks too much or if the bulkheads don’t fit perfectly, it will sink as
soon as it leaves the dry dock, much less traverse the Arctic Ocean.

Watertight Organizational Structure
Just like ship design, organizational design has to be watertight. This means that
the policies and structure of each division, department or area needs to fit seamlessly
into the larger organizational design. Everything has to be geared towards reaching
the organizational vision (see 1.5.1).
What happens if a boat isn’t watertight? At the very least, it requires the crew to
pump the extra water out. This means extra time and effort they have to spend bailing
that they could spend doing something more productive.
The same hold holds true with an organization. If the policies don’t all align in a
watertight fashion, employees spend unnecessary efforts containing problems, putting
out fires or dodging bullets when they should be pursuing their job responsibilities
(see 1.4.2).
What happens if a boat has too big a leak? It sinks as quickly as the Titanic. What
happens if an organization’s policies and processes are completely out of line with one
another? The organization succumbs to the pressures of its economic market.
You have to look at the whole organization chart, at all the policies and processes,
and make sure that they fit together seamlessly to ensure that no matter how choppy
the sea or economic conditions become, your organization will continue to thrive as it
is focused on its positioning and destination. For our metaphorical ship, it is the Arctic
Ocean. For the Marriott Corporation, it is customer service (see 1.5.1).
What needs to line up so your organization is watertight? Everything.
The following is a partial list:
•
•
•
•
•
•
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Shared vision, mission and core values of being customer-focused
Shared core strategies, effectively resourced and prioritized action plans
Outcome measures of success
Leadership commitment, skills and accountability
Employee engagement and empowerment
Effective reward, succession and recognition structures
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•
•
•

Effective change structures and processes
Follow-through reinforcement of the change
Effective change structures. The most important change structure is the strategic
Change Leadership Team (CLT), which regularly checks, adjusts and reports
on the progress of overall change and implementation of the change process.

Successful change doesn’t happen magically by itself. It requires all of the above.

A Watertight Example
Walmart is a good example of a organization in which each component is fitted
toward achieving the organization’s vision. What is Walmart’s mission, vision and
marketing position? Low prices.
Every policy, change, strategy and resource within Walmart and its suppliers is
geared toward bringing its customers the lowest prices possible. Recently, Walmart
went “green.” While they may have done this to be environmentally responsible, they
definitely went green because it is guaranteed to save them money.
To take this a step further, they are now requiring that all of their suppliers go green
as well. This will have a cascade of effects:
1.
2.
3.
4.
5.

It saves the supplier money in the long-term.
It saves Walmart money because the products cost less for their suppliers to
manufacture.
It saves Walmart’s customers money because the price of production is lower.
Walmart makes higher profit margins with even lower prices.
The Green Revolution will pick up speed worldwide.

Result: Walmart has made its processes and structures watertight to maintain the
lowest prices possible, and thus secure their market position for the foreseeable future.

Questions to Ponder
•
•

•

Can you think of ways in which your organization isn’t watertight?
What are they?
What tasks do you or your coworkers perform that you think can
be categorized as putting out fires or dodging bullets? How can
you change this?
If your organization has holes in its organization design, what is
the best way to fix these problems?

103

Standards of the Strategic Planning Field: Volume I

1.5.3 Coordinate Strategic Communication
Task: Coordinate communication of strategic content through senior management
and communications staff relying on a range of channels and methods.
Admiral Michael Mullen, former Chairman of the Joint Chiefs of Staff, wisely said:
“Listen, learn and then lead.” You have to know enough about communications to work
with public relations, the internal communications department and senior management
to ensure that every employee understands the organization’s marketplace positioning.
Through this communication process, employees should also understand how their job
directly helps to meet the organization’s vision.
Within the Support Staff Cadre (see 1.3.2), the communications person would be
the one charged with this effort. Remember, you don’t need to write this up yourself,
but you need to delegate its creation to the communications professionals. You need
to work with them to take the organizational vision and structures and simplify them
into an easily understood statement.
Here are some other tips for an effective message:
• Use the KISS Method: Keep it simple. Boil the language and concepts down
so that everyone who isn’t a strategic planner or executive can understand the
vision and marketplace positioning. If people can’t understand your message,
it is a failure.
• Use the Rule of Three: Create a maximum of three corporate-wide actions
for each strategy. This will ensure that you focus only on a vital few and create
the greatest chance for overall success.
• Cascade Your Communications: An excellent way to ensure that everyone
knows what’s being done to support the implementation of the Strategic Plan
is to hold face-to-face meetings—in either large or small groups—to review
the Strategic Plan in detail. This is the responsibility of leaders at all levels of
the organization, as each is responsible for cascading the plan.
• Create a Tri-fold: Once the strategic content is simplified create a one page
tri-fold brochure (the same as a folded letter). This tri-fold should contain at
least the organization’s vision, mission, positioning, core values and core strategies, so they are always handy for reference. Make sure that every employee
receives one. Once this tri-fold is created and circulated, every meeting should
start with the members using it to identify which part of the vision they are
working toward. If the meeting doesn’t fall under any of the statements, the
meeting needs to be canceled or refocused so that it does.
By exposing everyone to the organization’s vision you not only help facilitate
organization-wide knowledge transfer, but you build a commitment to strategic change.
However, just because you create a tri-fold does not mean that your goal of coordinating
the communication of strategic content is over. In fact, the tri-fold is just the first step.
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Communication Goals in Change
Changes in organizations—including planned and expected ones—require an
increase in the quantity and quality of strategic communication inside organizations.
Emerging change requires further communication on top of this.
The goal of strategic communication is to build commitment to the change. Key
messages during these times of change should be about the vision, mission, values and
strategies of the organization, as well as the environmental and customer shifts that
make these changes necessary.
We must ensure that the message we send is the message received and understood, over and over
again. Words by themselves won’t accomplish what you want; written communication
doesn’t convey the whole message by itself. The reader can’t see the body language, hear
the tone of voice or experience the thought that went into what was communicated.
How we communicate speaks louder than what we actually say. The words we speak
only provide 7 percent of the influence we have on others. In contrast, 93 percent of our
influence comes from our tone and body language when we say those words.
We remember approximately:
		 • 10% of what we read		
• 50% of what we see and hear
		 • 20% of what we hear		
• 70% of what we say and do
		 • 30% of what we see		
• 90% of what we explain as we do
How we communicate is crucial to strategic communication. It’s senior leadership’s
role to communicate something of importance to all employees in person so people
can ask questions, and leaders can generate personal commitments from employees.
Remember, people often need to hear something four times before they internalize it!

Leadership and Emotional Communications
Leaders must let their emotions show. Leadership is all about your Emotional
IQ—feelings, empathy, honesty, directness, positiveness, etc.
The more readily executives make the strategic planning knowledge and their true
self available through luncheons, meetings, tri-folds, etc., the less people have to rely on
information they hear from each other at the water cooler. While it is important that
employees discuss these changes, it is counterproductive for them to hear misinformation that will slow their adjustment to the new culture.

Q

uestions to Ponder
•
•
•

What are the objectives of the messages you want to tell employees?
What is the WIIFM (What’s In It For Me?) for the employees?
How do you know a message has been communicated effectively?
How do people think and feel about this strategic change? What
does the grapevine say?
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1.5.4 Align Tasks with Accountability
Task: Align planning and implementation tasks with accountability for employee
achievement at all levels.
Planning and implementation tasks are aligned by cascading employee accountability
in the same way as communications (see 1.5.3). If you are the Chief Strategy Officer
(CSO) of a large organization, you may have two or three levels, sections, departments
or units. All these have to be accountable for achieving a piece of the Strategic Plan.
To do this, you have to have line-of-sight accountability. This means you can look from
your upper-management position and have an unobstructed view of accountability, all
the way down to the entry-level positions of the Strategic Management Office (SMO).
The easiest way to explain line-of-sight is through sales. Let’s say you want to have
a million dollars in sales. If you have five salespeople, everyone needs to sell $200,000
to reach the goal. This gives you line of sight, because you can see how each part of
the whole is doing and hold them accountable.
You have to build line-of-sight into each organization through:
• Accountability and Measurement Processes: Management needs to be able to
see if employees are reaching tangible, measurable goals. The ones that exceed
their goals should be rewarded. The ones that don’t meet their goals may need
additional training or support.
• Webbing: Although each department tends to be a silo, none stand alone.
The SMO needs to follow shared business practices to smooth the interaction
between itself and other departments.
• Shared Strategies: Having a shared vision is not enough. All departments
need to use the same organization-wide shared strategies to reach the vision.
Without shared strategies, the shared vision fragments. If you don’t have
line-of-sight to each department, they will create department goals that aren’t
based on the organization’s plan. These goals are then based on a very narrow
department aim only.

Aligning Planning: An Example
Submersibles are used to explore the depths of the ocean and were used to repair the
ruptured oil rig in the Gulf in 2010. An organization had 80 percent of the market for
submersible arms—but it had the worst reputation for delivery in the market because
the finance department had the goal of saving money by keeping inventory low. By not
having much of an inventory, the organization was able to save money on storage.
However, this money-saving strategy backfired. Whenever a customer ordered a
new arm to replace a broken one, there wasn’t a part available to ship out immediately.
Instead, there would be a several-week wait while the part was manufactured and
delivered. Here, the finance department’s goal of to saving money went directly against
the organization’s larger vision of customer service.
106

Chapter 5: Organization-Wide Strategic Leader (1.5 smp)

How did the organization rectify the situation of saving money and improving
customer service? It tripled the prices of its parts and kept them in stock. It was able
to charge three times the amount it had previously charged because they had such
a large percentage of the marketplace. The organization found that customers were
willing to pay much more to have the parts shipped quickly, rather than pay less and
wait for the part while paying nearly $100,000 a day to rent an unusable submersible.
Thus, by charging more, the submersible organization was able to make more money
and increase its customer service. Even though the finance department was trying to
help both the organization (by saving money) and the customers (by keeping prices
low), it was ultimately hurting the organization’s vision and economics.
The only way that this organization was able to discover and correct this conflict of
interest was to have line-of-sight from senior management to the finance department
and the customer service department. Otherwise, they wouldn’t have been able to
identify the problem, much less rectify it.

Reality Check for Successful Strategy Implementation
Developing your organizational vision, mission, positioning, core values and core
strategies won’t guarantee that your Strategic Plan becomes reality. The only way to
get your plan implemented the way you want is to ensure that your Strategic Plan
is designed and implemented to support your overall core strategies at your tactical,
operational and functional level.
The key idea is shared strategies, not just shared vision, mission and values. This is
the Cascade of Planning–ensuring that planning and change are designed to reach all
individuals, teams, units and organizational levels.
Strategic planners don’t assist senior management in implementing the Strategic
Plan. Instead, they assist senior management in implementing the operational and
annual plans that support the Strategic Plan. To do this, use your core strategies as
yearly goals for all departments and units. Do not allow separate, silo departmental
goals to be set.

Questions to Ponder
•
•
•

How will you know you’ve achieved line-of-sight accountability in
your organization?
Are two divisions of your organization constantly in conflict or
competition with one another? What is the best way to fix this?
What shared strategies does your organization have to reach its
shared vision?
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1.5.5 Support Cultural Change
Task: Support cultural change and transformation to create a customer-focused,
high-performance, adaptive organization.
In today’s world of global competition, your organization has to be customer-focused,
have high performance and a high speed of execution, and be adaptive and flexible.
Speed is everything when it comes to the global market. You need to have quickness
when delivering product and services to its customers, but you also need to have an
organization that is able to adapt to a new challenge with speed.
You create this sustainable speed by implementing a culture of change. As Chief Strategy
Officer (CSO), you need to understand how your Strategic Plan will transform the culture
of your organization. Or, rather, you need to understand how you need to change the
culture of your organization to more easily implement your Strategic Plan.
The simple truth is that a lot of business people talk about cultural change. However,
when it comes right down to it, very few know how to do it.
The best example of people who know how to implement cultural change is found
in an unlikely profession: dictators. The men who run Iran, Venezuela and Cuba all
radically changed the culture of each country when they came to power. Of course,
they didn’t come into power for the common good, but rather only their own good.
They changed the culture by focusing on the media (communications), education
(learning) and controls (financial rewards and punishments). This should be a blueprint
for what you need to target to change your organization’s culture—just be sure you do
it for the organization’s good and not your own!
This is not an endorsement of dictators or the way in which they implement cultural
change through brutalization and repression of the populace. However, they do shift
the culture of their respective countries in a dramatic and efficient manner.
Be aware: Cultural change will take up to three to five years to occur, even with a
concentrated effort to make those changes. So focus on media, education and controls!
Every organization is made of cultures and subcultures. Just as an anthropologist or
archaeologist looks at cultures of other civilizations, leaders must also understand their
own organizational cultures. Our current organizational cultures are not necessarily
designed for the ways we want to do things tomorrow. This means that we need to
change our organizational cultures so that they enable us to act differently in the future.

Booster-Shot Treatments
Every organization is perfectly designed to get the results it is currently getting. As
such, the design of the organization must change if the organization’s not getting the
results it wants. To set up organizations for success and ensure the changes they want
actually happen, leaders must pay attention to those aspects of the culture that need to
change as well as those that need to remain stable. If this isn’t done, the culture will
reject any change introduced.
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All organizations are perfectly designed for “the way we did things around here
yesterday.” Our organizations work very well today for yesterday’s world, and if leaders
don’t give their organizations regular booster-shot treatments, the desired changes will
not happen and the organization will continue to slide backwards.
Examples of booster-shot treatments include:
• Continually communicating WIIFM (What’s In It For Me?) to all stakeholders
regarding the change.
• Engaging people in the changes—people support what they help create.
• Focusing the organization’s efforts on critical strategies and top annual
organization-wide priority initiatives.
• Reinforcing desired changes through rewards, punishments, controls and education.

Key Factors In Implementing Change
•
•

•
•
•
•
•
•
•

The level of commitment and willingness of senior management to be role
models of the new culture.
The size of the organization, its geographic location, and numbers of levels
and business units. Each usually has different kinds of cultures, depending on
who has been leading them.
The amount of change that’s required—have you corrected the old cultural
norms to show what the new culture is?
The depth of the cultural shifts that need to occur as a result of the change.
The effectiveness of cross-functional work groups in the organization in living
the new cultural norms.
Depth of changes needed in knowledge, skills and attitudes as a result of these
changes, and how those apply to future hiring, promotions and succession planning.
The kinds of responsibilities and rewards for those living the new culture and
the negative consequences for those who don’t.
Change is like an iceberg (see Introduction). Remember to watch out that you
have the correct change processes and change structures.
Organizational change does not mean only moving people around in boxes on
pieces of paper. It includes changing all those processes and deep structures of
which we are barely aware (Think of what’s hidden in an iceberg below the
water line). Depending on the depth of change required, it could mean changing
lots of roles, responsibilities, communication styles, decision-making processes,
leadership styles, work processes, rewards structures, relationships, etc.

Questions to Ponder
•
•

Is your CLT dedicated to the time it will take to change the
organizations culture? If not, how can you get the needed buy-in?
How will your Strategic Plan change your organization’s culture?
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1.5.6 Design Change Infrastructures and Processes
Task: Organize and design the change management infrastructures and change
processes of the organization to smooth out Strategic Plan implementation and
effective change management.
According to the Iceberg Theory of Change, 87 percent of what needs to be
addressed when implementing strategic change can’t be directly seen. This means
that you won’t immediately see the effects of your efforts. The 87 percent below the
waterline is composed (1) infrastructures, (2) change processes and (3) culture change.
As stated in the section before, it can take three to five years for culture change to really
take root in an organization. This is a long time to put effort into something without seeing
obvious changes; however, you need to continue pushing or they will not succeed.

The Change Leadership Team
The number one criteria that determines whether a three- to five-year Strategic
Plan is successfully implemented or fails is having an active Change Leadership Team
(CLT), lead by the chief executive and is facilitated by the Chief Strategy Officer
(CSO). The CLT meets monthly to keep up with the pace of change.
This team is so vital because it is the consistent driving force for organization-wide
change. Just as a rock rolls back down a hill if not consistently pushed up, without this
team’s continual efforts, the Strategic Plan will fall and the old culture will become
dominant once again. The CLT must be dedicated and have complete buy-in for the
stamina required to continually push the rock of change uphill for three to five years.
Here is a list that needs to be addressed at each of the CLT’s monthly meetings.
• Strategic and Operational Plans: What adjustments need to be made, if any?
What is the organization’s current phase in the Rollercoaster of Change™?
• Flexible Organization: Does this Strategic Plan still supply the organization
with the flexibility that is needed to survive in today’s global marketplace?
• Customer Focus: Has the aim wandered from your customers at all? If so, refocus.
• High Performance: Does the Strategic Plan still give you the best means to
reach your desired marketplace positioning?
• Cultural Change: How are employees adjusting to the changes? Is there a way
to ease or speed up their transitions?
• Capacity and Resources Devoted to Change: Are organizational resources being
deployed in the most efficient manner possible? Are additional resources needed?
• Review and Adjust: Review and adjust the organization-wide top priority
initiatives status and the status of organization-wide Key Success Measures.
The CLT powers the change, while the change infrastructure guides it. Both are
equally needed, and without one or the other the change will not succeed. As CSO,
you need to help plan, design and organize both of these. You do not need to lead
everything or do it all yourself, but you do need to help facilitate them.
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Back to Zero
Organizational and cultural change may also mean that people have to go “back to
zero” in some of their knowledge, skills and behaviors, and then learn new ones to
replace what they previously had. This means that people may be highly efficient under
the current system of organization, but once this system changes they will become
highly inefficient, to the point that they are almost like they are rookies all over again.
This inefficiency will slowly ease until they adapt to the new system, at which time
they will resume their previous speed, accuracy and efficiency.
This is akin to your organization using English as its primary language and suddenly
switching to French. People will adjust and recover from the Rollercoaster of Change,
but they are going to slow down in their productivity until they do. Effective leaders must understand that all people—including themselves—will go through the
Rollercoaster of Change as a result of these organizational changes and leaders must
be prepared to support them through it.

Questions to Ponder
•
•
•

How often does your CLT meet? Does it need to meet more?
In what ways does your Strategic Plan address the organization’s
infrastructure, culture and change processes?
What support have you implemented for people whose knowledge
suddenly goes “back to zero”?

Notes and Actions

111

Standards of the Strategic Planning Field: Volume I

1.5.7 Be a Change Advocate and Advisor
Task: Be a change agent, advocate and advisor to management during strategic
implementation.
Being a strategic planner places you in a position with its own unique benefits and challenges. For example, as a facilitative leader, you are staff, which means that you won’t have
the power to make many decisions yourself. However, you are in a consultant and advisor
role with upper management so that you can guide and influence decisions.
In addition to working with management, you will often be working with the
people side of the business: Human Resources, Organizational Development,
Communications, Public Relations and Training. This is because culture change
is fundamentally people change (see 1.5.3). These departments are the best way to
efficiently give all employees the knowledge they need to adapt to the cultural shift.
Between your work with executives and the people departments, you will have your
hand in quite a few different projects. Here is a brief list of the change elements on
which you may be advising:
• Core value audits
• The Change Leadership Team (CLT)
• Infrastructures
• Change process
• Culture change
• Implementation
• Business process integration
• Communications
• Accountability
• Policy changes
You will be consistently joining, advising or facilitating several different projects every
day. While this may seem overwhelming, you do not need to do it all yourself. Remember,
you are advising these projects and helping others implement change strategies.

Agent of Change
Because you will be at the center of cultural change and driving it from multiple
directions simultaneously, people will see you as an agent of change. You need to
embody this role and patiently answer the magnitude of questions and comments that
your coworkers will have for you. Earn their trust!
At this point, your job’s primary focus isn’t about planning any more, although that is
a large part of what you’ll be doing. Instead you need to focus on being a support leader,
coach, facilitator and change agent. Your focus will now be on helping people understand
the change and help them cope as they progress through The Rollercoaster of Change.™ In
any half hour, you may find that your role shifts from support function to support function
as executives work to carry out the strategic change across the organization.
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Ownership
The one constant that you must find among all of your roles is that you need to
psychologically position yourself so that the ownership of tasks and decisions rest on
those who should be responsible for such things. You are unable to fulfill all these
responsibilities yourself, so don’t get sucked into taking responsibility you shouldn’t take.
You are the support force behind those who are leading and carrying out the
implementation. So while it’s acceptable for them to come to you for questions and
guidance, it is not acceptable for them to come to you because they think you will be
able to do a project faster.

Questions to Ponder
•
•
•

Which categories are you currently facilitating? Do you need to
add more to your list?
Can you think of an example where someone within the organization saw you as an agent of change?
What techniques do you use to facilitate the people around you
while ensuring that they retain responsibility for their own work?

Notes and Actions
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1.5.8 Be Flexible and Adaptable
Task: Assist the organization in being flexible and adaptable to changing environments, demands and deadlines.
The monthly Change Leadership Team (see 1.5.6) is so important because change
happens at a frightening speed in the global economy. Take BP for instance. Do you
think the Strategic Plan with which it entered 2010 was the same one it stuck with
after the Gulf oil spill? As soon as the oil rig sank and began leaking oil, BP’s Strategic
Plan had to shift dramatically to match the radically altered environment in which the
corporation found itself.
BP’s strategy shifted from profits, supply and demand to surviving a sudden downturn in organization image, capping a well and reallocating resources to budget for a
massive financial restitution. This is a prime example of lightning quick global change
that requires lightning quick strategic change. The priorities your organization enters
a year with may not be the same priorities it ends the first quarter with, much less
follow for all four quarters,
The people and firms who call the Gulf Coast home can attest to the quickness
by which the world can change. They all went through incredible Rollercoasters of
Change as soon as the disaster hit.

Regular Environmental Scans
The days of creating a yearly Strategic Plan and then reviewing that plan at the
end of the year are over. However, very few organizations adjust their Strategic
Plan more often than this! In reality, an organization must check its environment
against its Strategic Plan once every three months and adjust if the two are becoming
incompatible.
By performing an environmental scan every three months, you allow your organization to capitalize on opportunities before the competition can and avoid newly formed
threats. What can change in as little as a month’s span of time?
• Marketplace: Is there new competition? What is the existing competition doing?
• Environment: Has there been an unexpected or expected event that has shifted
the landscape in which the organization rests?
• Customers: Are consumer trends remaining stable?
• Deadlines: Have internal or external deadlines for events, products or
regulations come to pass? How has the environment changed pre versus post
deadline?
• Technology: Has there been a new innovation that the organization can
incorporate? Has there been a new innovation with which the organization
must now compete?
To stay abreast on all these potential changes you need to perform scans, scans and
more scans!
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Creating Flexibility and Adaptability
The way to create an organization that is flexible and adaptable is to create an
organizational culture that values flexibility and adaptability. This is always more
difficult than it sounds.
Organizational structure can be rigid and bureaucratic, and thus resist change of any
kind—especially a sweeping cultural change that discards the bureaucracy itself. And as
Javier Pascual Salcedo said, “Bureaucracy is the art of making the possible impossible.”
When culture and strategy collide, the existing culture wins every time.
This is why you must be persistent and dedicated, working with the right people—
from HR, organizational development, upper management, etc.—to successfully
discard an antiquated form of organization and implement one that can change
according to the external factors listed on the previous page.

The Change Cycle
Does organizational change ever stop? No!
Once you’ve successfully spent three to five years and implemented a new culture that
accepts and enacts the Strategic Plan, you may notice that your “new” business plan is
actually three to five years old too. This is compounded by the changes within the one-year
cycles which are included in each three-year period. Today’s fast-paced global economy
means your current organizational culture and business strategy are already outdated!
As soon as you finish successfully implementing one strategic change, a new change
cycle begins and you start all over again. This may raise a question about the value and
importance of strategic planning. After all, what is the point of doing it, if you’re just
going to have to redo it in a few years? Well, the answer is simple—the world keeps
changing and your organization must as well. Grow or die!
As the Red Queen said in Alice in Wonderland: “Now, here, you see, it takes all
the running you can do, to keep in the same place. If you want to get somewhere
else, you must run at least twice as fast as that!” If you’re running—or in our case,
planning—as fast as you can just to keep up with other organizations, then you really
aren’t gaining any ground. However, the real importance here is that you aren’t losing
any ground. To lose ground to the competition means that your organization is losing
its marketplace positioning.
The truth is that the cycle doesn’t stop, but this doesn’t make it any less vital. This
is simply the pace of today’s fast-paced and dynamic global environment.

Questions to Ponder
•
•

Do you feel that you have the proper connections with the people
side of your organization? How can you cultivate these connections?
How effectively have you explained to upper management that
strategic management is a cycle instead of a one-time occurrence?
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1.5.9 Guide Knowledge Transfer
Task: Guide effective sourcing, application and sharing of knowledge and learning
across the organization.
Creating a learning organization is a good first step (see 1.4.6), but you must ensure
that the knowledge is flowing in the right direction. Knowledge naturally flows vertically
through departments. However, this may create isolated silos. While vertically-flowing
information is vital to an organization, horizontally-flowing knowledge is equally
important. This means that knowledge is flowing from department to department.
Why is this important? To create a flexible culture and organization, departments need
an increased awareness of what the other departments are doing. If you try to implement
a strategic change in a siloed organization, each department will react to the change in a
different way and destroy the change’s watertight integrity (see 1.5.2). Each department
must react to the strategic change in the same way to ensure that the interdepartmental
business processes continue to flow smoothly and are integrated seamlessly.

Types of Information
The kind of information that needs to be shared between departments isn’t academic
knowledge, or knowledge that is simply shared for the sake of learning. Rather, it is
tacit knowledge, which provides learners with real-world information about process,
structure, challenges and projects inside departments other than their own.
For instance, it is important that employees from each department know how their
actions affect other departments and how best to interact with members of other
departments (tacit knowledge). It is less important that employees know about the
details of working in another department (academic knowledge).

Retention
A person who has been with the organization for 20 years will have a wealth of
tacit knowledge; however, when they leave, these decades of knowledge often leave
with them. The challenge is, how do you retain this knowledge after the person has
left? Through routine knowledge transfers, it is possible to impart this one individual’s
wealth of knowledge to the rest of the department, if not the entire organization.
This is why regular knowledge transfer is essential to a learning organization. The
more knowledge transfer there is, the less is lost with personnel changes and the more
tacit knowledge each department will have about every other department. It is your
responsibility to ensure that tacit knowledge is included with the broader information
that is shared inside a cross-functional, learning organization.

Questions to Ponder
•
•
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How can you ensure knowledge doesn’t leave with personnel?
How can you employ more horizontal communication?
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1.5.10 Align Business Model with the Strategic Plan
Task: Ensure that the underlying business model and processes for the organization are
aligned with the desired changes arising from the Strategic Plan and its implementation.
The underlying business model defines how your organization plans to make money.
Because of this, the business model is, at its core, all about economics. Either your organization is able to stay in the black or it slips into the red. There are only two colors here
and only three outcomes: losing money, breaking even or earning money. Strategic plans
must be created by taking the business model into account, because you can’t do or plan
for things that disagree with the reality of your organization’s financial standing.
Although you will not be in charge of creating the business model, you need to know
how your business finds its price points for its products and services versus the competition.
This added information will give you another tool to use as you create the Strategic Plan.
For example, when Walmart creates its business model, it relies on being able to provide
products at the lowest prices. To be create a realistic business model they need to know
the prices at which their competitors are offering the same products. Only then can they
include this financial data into their Strategic Plan. Unfortunately, this is also why Walmart
has problems with employee complaints about low wages and benefits. Because the business model relies on keeping prices low, the Strategic Plan also relies on keeping prices
low. This means paying employees a lower wage and offering fewer benefits. The business
model must be integrated into the Strategic Plan, not the other way around.
Your business model is the financial bedrock upon which the Strategic Plan rests. It is
important to recognize how these pieces fit together for your organization. The business
model is how your organization will continue to be viable over the long-term. This is a
difficult task because of the uncertainty of today’s global economy.
Apple is a good example of having one business model, but reinventing it over time
to better fit the changing marketplace. More than a decade ago, Apple made the bulk of
its money from its computers. While computers are still a significant part, Apple’s main
business is now made up all the paraphernalia that surrounds the computer: iPods, iTunes,
iPhones, iPads and apps. Apple’s current Strategic Plan calls for them to be consistently
ahead of the competition. By the time competitors offered an alternative to the iTunes
music store, Apple was already breaking ground with the iPhone. When competition for
that finally arrived, Apple released the iPad. Currently they are pushing mobile apps.
Apple continues to stay ahead of the curve by constantly shifting their business model
to highlight different innovations. Your organization needs to become just as flexible to
suppress or keep up with the constantly-adapting worldwide competition.

Q

uestions to Ponder
•
•

Do you know your organization’s business model?
How adaptable is your current business model?
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Recap: Organization-Wide Strategic Leader
(1.5 SMP)
SMP candidates should understand ten tasks associated with being an organization-wide
strategic leader:
1.5.1 Support the Organization’s Vision: Learn about your organization’s competitive advantage and market positioning so that you can incorporate that information into the Strategic Plan.
1.5.2 Support Organization Design Professionals: Ensure that all departments
create goals and policies based on the organization’s vision, and that these policies fit together in a watertight manner.
1.5.3 Coordinate Strategic Communication: Create a tri-fold that contains a simplified version of the strategic content. Distribute this to all employees so that they
are informed about the Strategic Plan.
1.5.4 Align Tasks with Accountability: Create a line-of-sight both vertically and horizontally to create accountability for departments and individuals. This guarantees
that everyone knows and does their part as they all work towards the shared vision.
1.5.5 Support Cultural Change: Transform your organization’s culture into one that
is adaptable and flexible. Today’s global marketplace requires organizations to
quickly adapt to take advantage of opportunities or avoid problems.
1.5.6 Design Change Infrastructures and Processes: The Change Leadership Team
(CLT) needs to be dedicated to three to five years of work to implement the proper
cultural change. This team powers the change, while the infrastructures guide it.
1.5.7 Be a Change Advocate and Advisor: Expect that by facilitating strategic change,
you will be a part of many projects simultaneously. This requires that you be
prepared to play many roles in a short amount of time.
1.5.8 Be Flexible and Adaptable: Because the global marketplace can shift quickly,
your organization needs to perform regular environmental scans to ensure that
it maintains its market placement.
1.5.9 Guide Knowledge Transfer: Departments need to share tacit information with
each other so that each knows how to best communicate with the others. This also
ensures a minimum of knowledge loss when confronted with personnel changes.
1.5.10 Align Business Model with the Strategic Plan: Know the underlying business
model so the Strategic Plan can appropriately incorporate it.
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Chapter 6

Think Content (2.1 SPP)
The empires of the future are the empires of the mind.

–Winston Churchill

T

o become an effective leader or to pass the SPP exam, each candidate should
know and understand how to accomplish seven tasks:

2.1.1 Design a future global environmental scanning system and process utilizing
accepted methodologies for today’s global competition.
2.1.2 Ensure that enterprise-wide risk management, scenario planning, portfolio analysis
and futuring are part of the strategic planning process.
2.1.3 Support full economic and portfolio analysis of tentative or alternative strategic
directions to ensure their viability, growth and stainability.
2.1.4 Assist senior management with industry and organizational structure analysis in
search of a better business model.
2.1.5 Gather customer satisfaction information and intelligence, especially regarding
their wants, needs, loyalty and retention.
2.1.6 Offer a full range of organizational growth strategies: from organic to development, to mergers and acquisitions, to strategic alliances, etc.
2.1.7 Assist the collective management team in developing and using a common
framework and language to become a strategy-oriented organization, attuned to
the frequency of the business’ dynamic nature and processes.
2.1.8 Provide benchmarking and best practices research on what does or does not work.
2.1.9 Focus the organization on strategic goals and measurements for its short- and
long-term success.
Note: These tasks were taken from ASP’s standards and Body of Knowledge (BOK).
Key words are italicized for easy reference. The chapters are arranged according to
content, processes and infrastructures (see Introduction for details). For more information,
see the BOK on ASP’s website, strategyplus.org.
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2.1.1 Design a Future Environmental Scanning System
Task: Design a future global environmental scanning system and process utilizing
accepted methodologies for today’s global competition.
A future global environmental scan is a vital component of a Strategic Plan. How
can you possibly hope to help guide your organization into the future without having
an educated guess on potential trends, developments and innovations?
The simple truth is that you can’t, but, oddly enough, the future global environmental
scan is lacking from many strategic plans. Nearly every organization performs a SWOT
(Strengths, Weaknesses, Opportunities, and Threats) assessment or other similar current
state assessment, but few organizations project this environmental awareness into the
future. A future global analysis will help answer the following questions:
• How will shifting or emerging country markets, international affairs, monetary
movements or government interventions affect you?
• Will these drive sales up or down? How might they impact advertising?
• What is the link between advertising and sales?
• If the dollar is cheaper in Asia, what does that mean for your product in Japan?
• If the world population is aging and they have more money, how will this
change buying patterns?
• As the world is becoming more globally interconnected how does speed impact
demand, volume of work and distribution?

SKEPTIC
The Haines Centre developed the SKEPTIC framework as a standard to assist
organizations in performing future global environmental scans. While 1.1.6 discussed
it for personal use, this sections will now look at its applications for your organization.
SKEPTIC has become the planning industry standard. It hinges on the idea that, using
systems thinking, you can look at your organization’s future environment and develop a
good idea of what it will look like in three to five years. Organizations are a part of an infinite
number of environments (see Figure 6.1). By taking a systems approach, you can examine
the broader range of environments that affect your organization. Senior management has the
overall responsibility for analyzing each of the areas within SKEPTIC.
Here’s a breakdown of who is responsible for each letter:
		 S Socio-Demographics: Vice President of Human Resources
		 K Competition: Vice President of Sales
		 E Economics: Chief Financial Officer
		 E Ecological: Director of Safety
		 P Political/Regulation: General Counsel or Director of Public Relations
		 T Technology: Vice President of Technology or Chief Information Officer		
		 I Industry: Vice President of Marketing or Chief Executive
		 C Customers: Director of Customer Service
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S Socio-Demographic

K
E

E
P

1.
2.
3.
4.
Competition, Substitutes 5.
6.
7.
Economic
8.
9.
10.
11.
Ecological
12.
Political, Regulatory
13.
14.
15.
16.

T Technology
I Industry, Suppliers
C Customers, Citizens

17.
18.
19.
20.
21.
22.
23.

Generational shifts; population growth
Innovative employees entrepreneurs
Employee demands; manufacturing going elsewhere
USA women are 50% of workforce, but not worldwide
Innovation everywhere; globalization; shrinking world
Scarcity, polarization and fear world-wide
Global economic system meltdown and rebuilding
Insular economics
Federal, state and local deficits and bankruptcy
Wealth Transfer: oil companies, sovereign wealth funds
Green economy and growth
Terrorism world-wide
Role of international bodies and transnational corporations
Hot spots with potential for war
Bureaucracy, crumbling infrastructure and decline
Attack on capitalism: Greed and corruption, sate and
social capitalism, benevolent dictators
Jockeying for “global commons” dominance
Technology e-business; continuing mobility revolution
Nano technology explosion
Internet vulnerability – cyber crime
Emerging markets innovation (vs. low-cost supplier)
Emerging markets and consumers
Race for resources

Figure 6.1 23 Scan Tips Using SKEPTIC
These people are experts in their respective areas, but often, they don’t realize that finding
and sharing this information is part of their jobs. Each designated lead will head up a team
of middle managers, executives, first-line supervisors and anyone else who has a passion for
a particular area of the environmental scan. Each team—which should be made of about
five or six people total—will create a one-page summary that describes:
1. What is currently happening in that area.
2. What trends, events and innovations are appearing on the horizon.
3. How these may impact the organization.
The teams will then give their one-page summaries to the strategic planning team,
who will look at all eight pages and hear from the eight teams in one session. The
strategic planning team needs to see how these different areas impact each other and
how best to alter the Strategic Plan according to the new information.
Once you have the SKEPTIC framework set up and have assigned people to be
responsible for it, the next step is to use it! Often! Most organizations run a SWOT
instead of a future global environment scan once a year, but this is wrong. The global
economy evolves far too quickly. Your organization needs to run SKEPTIC once a
quarter—about every three to four months—to ensure that it’s able to identify potential
threats and opportunities.
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2.1.2 Ensure Enterprise-Wide Risk Management
Task: Ensure that enterprise-wide risk management, scenario planning, portfolio
analysis and futuring are part of the strategic planning process.
Whiles running future environmental scans ensures your organization is properly preparing for future shifts in the environment, how can it prepare for sudden, unexpected events?
If you subscribe to Jimmy Buffet’s philosophy—“When the *%^& hits the fan, we
made a plan”—you’re already moving too slow. Even though you can’t foresee sudden,
dramatic changes in the environment, you can prepare for them through risk management. This ensures that when an unexpected event does occur, your organization
already has a strategy in place to deal with it. Thus, if Jimmy Buffet had written this
about a strategic planner, it would more properly read: “When the *%^& hits the fan,
we already had a plan.”
In short, risk management is studying where your organization is vulnerable. By
recognizing these vulnerabilities, you can perform scenario planning, examining What
if?-situations such as, What if our city experienced a disaster like Hurricane Katrina?
What if our region experienced a catastrophic oil spill like the Gulf Coast? These events
are devastatingly tragic, but if they aren’t planned for, they will be even more devastating.

Globalization
Existing in a globalized world means that a disaster doesn’t necessarily need to hit an
organization at its headquarters to lead to organization-wide turbulence. This also means
that a full-scale, humanitarian disaster isn’t required to cause trouble for your organization.
Perhaps workers are striking in Taiwan—the same workers that are normally part of
your supply chain. Perhaps pirates hijack a cargo ship—the same ship that is carrying
your finished products abroad.
These events could happen thousands of miles from your organization, yet if the
right situation occurs, it will still cause your organization to scramble unless you already
have a plan in place for exactly such an event.
When thinking of globalization, remember that the environment in which organizations exist is being impacted by three major, colliding forces:
• Globalization of economics, politics, communications and cultures
• Constant and often discontinuous change
• A revolution in information technology and communications
Each of these forces is affecting “business as usual.” The term “global economic
village” is more than just a cliché—it is a reality.
Here are some facts about globalization to deepen your awareness of the situation:
• Financial markets already electronically move one trillion dollars per day across
multiple borders.
• Work now follows the sun as it shifts from time zone to time zone. In the
process, the game and the players change constantly.
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•
•

•
•
•

•

•

John Naisbitt, the trend watcher, estimates that U.S. companies with 19 or
fewer employees produce half of all U.S. exports.
The 16 largest developing nations are setting the pace for global expansion.
Their economies are growing at more than twice the rate of the mature
economies that have traditionally dictated global maneuvers.
Investors can move billions of dollars in and out of a country in a moment and
on a whim. They now have the power to control a nation’s economic vitality.
Managing businesses that operate on an international basis necessitate the need
to become far more culturally sensitive.
The most important distinctions between people are cultural, in addition to
ideological, political and economic. Their values—shaped by their tribes, ethnic
groups, religion, language, history, customs and institutions—are what is most
important to them.
It is a reality that countries whose economies and key businesses have collapsed
have had a ripple effect that has reached every corner of the globe. Falling stock
markets, collapsing businesses and devalued currencies are the result of very
large systemic problems. And they affect us all.
The reality of globalization means that we are part of a worldwide web. In that
respect, from a systems perspective, we have no choice but to consider ourselves
our brothers’ and sisters’ keepers. For a time we may act as if we are unaffected,
but at some point, especially as leaders, we will have to respond to the change.

Questions to Ponder
•

•

•

Can you think of some What if?-situations that would drastically
impact your organization? Do you have plans in case these events
happen?
How far-reaching is your organization? Do you know the current
social, economic and environmental situations in these other
places?
Describe the different cultures with which your organization has
contact in some level of detail.
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2.1.3 Support Economic and Portfolio Analysis
Task: Support full economic and portfolio analysis of tentative or alternative strategic
directions to ensure their viability, growth and stainability.
As always, every element of your organization is affected by the economic standing
of your organization as a whole. If your strategic planning does not accurately reflect
the financial standing of your organization, it does little good to anyone. Therefore,
you must know exactly what your organization’s economic standing is so you can create
a Strategic Plan that fits it.
The best way to explore your organization’s financial health is through a full
economic and portfolio analysis. This will reveal which divisions, products or services:
•
•
•
•
•
•
•
•

Are the most profitable.
Are the least profitable.
Create the best synergy with other departments, services or products.
Detract from synergy with other departments, services or products.
Have the most room for growth.
Have the least room for growth.
Have the most competition.
Have the least competition.

Remember to compare these divisions, services or products to their competition (see 2.1.8).
The danger of presenting this information in a department-by-department or
product-by-product way is that the results can be used to construct silos. A division
may not be as profitable as another division; however, this doesn’t mean that you should
automatically push to sell or radically restructure that part of the organization. You
need to look at the larger picture.
If a division, product or service doesn’t perform financially as well as others, it may
still serve a vital purpose. For instance, if Apple were to perform a portfolio analysis
they may find that their Mac computer line isn’t as financially successful as the iPod
and iPad lines. Does this mean they should restructure it or sell it? Not necessarily.
The Mac computer may be the base upon which the rest of the products rest. The
iPod, iPhone and iPad are made to interface with a Mac. If Apple were to sell this
product line, they would lose the synergy that holds all the other products together.
Thus, it is important that you look at the ways in which departments rely on and
interact with one another. Just because a division isn’t the best money maker, doesn’t
mean it isn’t vital.

Act on the Information Contained Within the Analysis
The information contained within an economic and portfolio analysis is only worth
as much as the action you take upon it. If you see that there are ways to improve your
organization’s financial wellbeing but don’t implement these changes, then the analysis
is worthless.
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Let’s look at a hypothetical situation. Say Marriott Corporation runs an economic
and portfolio analysis. It discovers that Courtyard by Marriott may be developing a
trend of lower profits. A further review shows that because of the economic downturn
and the rise of teleconferencing, not as many business people are traveling and companies aren’t willing to spend as much on their lodging.
Either way, Marriott discovers it may be pricing itself out of the business traveler
market and can make the correct changes to reverse the trend of falling profits. Or
perhaps it realizes the market for business travelers is shrinking and sells off the
Courtyard by Marriott chain.
While the economic and portfolio review revealed bad news about Courtyard, Marriott
might discover an opportunity for growth: long-term care. Using their marketplace positioning based on customer service, they may see an opportunity to cross over from hotels to
assisted-living residences. This would enter the organization into a new marketplace while
allowing it to use their currently existing infrastructure of customer service.
Thus the economic and portfolio analysis is able to reveal both a organization’s
weaknesses and opportunities.

Q

uestions to Ponder
•
•
•

Which of your divisions are the most and least profitable?
How does each division interact with the other divisions?
What steps will you have to take to ensure that the economic
analysis strengthen your organization?

N

otes and Actions
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2.1.4 Assist with Organizational Structure Analysis
Task: Assist senior management with industry and organizational structure analysis
in search of a better business model.
Every existing business model has been fractured by the constant shifts in the
economy, competition and organizational size. These fractured business models can be
likened to a car that hasn’t had its oil changed in years. It will still run, but not nearly
as efficiently or comfortably as before. Just as oil breaks down after a certain number
of miles, a business model breaks down and stops being a viable business model after
a certain amount of time.
Your organization’s business model must be flexible to stay competitive. If you don’t
allow your business model to evolve with changes in the global economic environment
or technology, you’ll find your organization begins to lose its marketplace position to
other organizations that do have flexible business models.
You need to assist senior management in collecting the data that will allow them
to evolve the business model to maintain marketplace positioning. You don’t need to
know the answers, but you need to know the questions to make senior management
think about the business model in a strategic way.

The Newspaper Industry
For the most obvious example of a shifting marketplace, let’s look at the newspaper
industry. Once described as the “watchdog of democracy,” the newspaper business
has been in a downward financial spiral for years. Higher material and delivery costs
have made the bottom line tighter, but technology is the real culprit in the newspapers
upheaval.
It comes down to ease and frequency of updates. Newspapers can only update their
subscribers on the news once a day when the newspaper is delivered. The Internet can
update its users instantly—and as many times as necessary, providing additional text,
pictures, video and audio to enliven the news.
What does this mean? It means that the medium of newspapers (ink on paper) is
becoming outdated as more people turn to electronic media for their news.
The companies that run newspapers need to adapt to these changes in technology by
adding more electronic content that links directly to their physical publications. Many
newspapers haven’t been able to make this transition successfully, and the number of
newspapers in the United States is falling at an alarming rate.
Making the market even more unstable are Amazon’s Kindle and Apple’s iPad.
With these tablet reading devices, it is possible that in the future, newspapers can
retain their layout while removing the limitations of a physical publication. You can
have a subscription to the New York Times delivered to your iPad every morning that
incorporates both text and videos in one electronic publication—regardless of the
weather which might delay a person.
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Other Marketplace Shifts
The current global economic environment has caused other shifts in overall organizational and consumer philosophies:
• Organizations merge across traditional boundaries. For example, at one point
GE had both TV and appliances divisions. Now they are one division.
• Customer loyalty is weakening. Because of the wealth of information surrounding products, customers will pick the one that is best for their needs.
• Substitutes show up all the time. New products replace existing products. For
example, smart phones are replacing cell phones.
In today’s global economy, traditional boundaries are blurring and the speed at which
things happen is increasing. This doesn’t mean that there is one right way to perform
structural analysis, but the wrong answer is to stand pat.

An Interesting Fact
In the early 1990s, two authors, Prahalad and Hamel, established a benchmark
of 20 to 50 percent as the time senior managers should spend building a corporate
perspective on the future. Their research revealed that leaders actually spend less than
5 percent of their time on this.
If this is such an important activity, why do so few leaders at all levels undertake
it? The major reason leaders give for their reluctance to look to the future is that they
may be forced to admit that the future is beyond their control. This admission can be
pretty unsettling for many leaders. Don’t let your organization’s business plan fracture
or fall behind the curve because of the amount of time your management spends or
doesn’t spend analyzing structural analysis data.

Q

uestions to Ponder
•
•
•

How do you know if your organizations business model is flexible?
What was the last change senior management made to the business
model to keep up with global competition?
How is your organization using advances in technology to its
advantage?
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2.1.5 Gather Customer Satisfaction Information
Task: Gather customer satisfaction information and intelligence, especially regarding
their wants, needs, loyalty and retention.
It may seem obvious to say that being customer-focused is vital to the success of an
organization. However, it isn’t clear if people understand this or pursue it.
Gathering customer satisfaction information is the marketing department’s responsibility, but you need to oversee that this information is gathered correctly because it
directly affects the Strategic Planning Committee’s decisions.
Erroneous or partial customer satisfaction data can mislead the committee into
making incorrect decisions. There are few situations more dangerous than the committee
thinking a policy is creating customer satisfaction—and thus spend time refining and
strengthening that policy—when it really needs to be overhauled.
The end goal of any Strategic Plan is to ensure customer satisfaction—and through
customer satisfaction ensure that the organization retains its market positioning. The
biggest hurdles to creating customer satisfaction are:
• The marketing department doesn’t gather high quality, accurate data. This
increases the likelihood of implementing a bad strategy.
• Management doesn’t ask for the data or they don’t utilize it properly. Senior
management is composed of a wide array of functional specialties such as
operations, engineering, legal, etc., that aren’t used to interpreting such data.
• Managers don’t have a background in sales or marketing, and thus don’t know
how to interpret such data in a meaningful way.
Despite these dangers, it is possible to identify and predict customer needs, often
before the customers know it themselves. But to be able to do this, you need accurate
information and people who know how to comprehend the information.

Customer Loyalty
Customer loyalty is weakening towards specific brands, products and services, and in
some cases, it’s being discarded altogether. This is caused by a mixture of economic pressures. In these tough economic times, individuals don’t have as much money, and thus they
seek out the best deals. They also have an abundance of information—the multitude of
reviews on the Internet warn people away from subpar products and services. Lastly, they
are seeing generational change as always. This means that if your organization’s rival has a
better sale or more reliable products, your customers won’t think twice about switching.
So how do you keep your customers coming back? Through quality customer service
and competitive products and services. Of course, you can only see if your customers
are happy if you have effective and accurate ways of measuring customer satisfaction.

Market Positioning as it Pertains to Customers
Your market positioning greatly influences customers. You need to have the right offer
for the right customer—at the right time, place and price—using the right distribution channel.
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Figure 6.2 Value-Added Customer Service
Positioning becomes the organization’s driving force, strategic thrust, grand strategy,
strategic intent, strategy, competitive edge, identity, reputation or value proposition—
you choose the term. In short, positioning aims the organization at creating your
customer’s sense of satisfaction.

Research on Positioning and Customer Satisfaction
According to Haines Centre’s research, five factors determine customer value and
ultimately competitive advantage: Quality, customer service, choice, convenience and price
(see Figure 6.2).
In how many of these five factors should an organization try to excel? One out of five.
It’s very difficult to achieve even that singular position over all the competition, and an
organization could lose its singular advantage if it seeks too many. Does that mean that an
organization does not have to put forward an effort in the other four? No! To successfully
satisfy your customers, you must be competitive in the other four.

Questions to Ponder
•
•
•

How do you know marketing is collecting accurate information?
How does your Strategic Plan ensure customer service?
In which of the five factors that determine customer value does
your organization excel?
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2.1.6 Offer Organizational Growth Strategies
Task: Offer a full range of organizational growth strategies: from organic to development, to mergers and acquisitions, to strategic alliances, etc.
This section deals with ensuring that senior management is looking at its complete range
of strategies to ensure continual organizational growth. Organizational growth was once
reduced to and known as “make or buy,” meaning that an organization could either manufacture a component itself or buy it from another organization as part of its supply chain.
In today’s economy, the “make or buy” mentality has evolved to include development
as well. Should an organization develop an idea organically from scratch or should they
buy a small firm in that area of specialty, fund them properly and benefit from the
outcome? Or should an organization could pursue a merger or acquisition, or should
they sell off divisions?
All of these are viable options to continuing the health and growth of the organization. While you won’t be making these decisions yourself, you need to ensure that
senior management takes into account customer satisfaction (see 2.1.5) so that it can
make an informed decision about how to best proceed.

General Electric
When he was CEO at GE, Jack Welch wasn’t shy about selling off divisions that underperformed or didn’t fit with the overall organization philosophy of excellence. He said, “We
are either number one or two in our markets or we sell it off.” GE did sell several pieces,
acquiring other pieces it thought would help them more, and merging with third parties.
While your organization doesn’t need to do this amount of wheeling and dealing, if
there is an opportunity to shed a troubled division or to acquire another division, your
organization shouldn’t be shy about taking advantage of the situation. This often means
doing your research in a quick and timely manner, and knowing what liquid assets you
have at your disposal. If you wait too long to pull the trigger ,your competition might
take the opportunity from you.

Strategic Alliances
Increasingly, leaders are challenged with the responsibility for strategically positioning their organizations for global competitiveness. Sometimes this means creating a
strategic alliance with another organization. This means that both companies perform
actions, give specialized support, or donate materials to help the other. It could be as
simple as referring customers or as complex as merging supply chains.
An example of a strategic alliance is the one that exists between Tesla Motors and
Toyota. They are working together on the parts, production and refinement of electric
cars. Tesla Motors supplies their motor engineering and knowledge; Toyota brings their
production knowledge and a wide array of resources. Together the two companies can pool
their knowledge and resources and thus be much more efficient and profitable than either
would be if they undertook this venture alone.
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Figure 6.3 Stakeholder Analysis

Stakeholder Identification and Analysis
There are a number of ways that leaders can become more skilled in their
networking and partnering efforts. The way to begin is to identify all those who
are key stakeholders, both internally and externally, clarifying how they relate
and can contribute to your organization’s mission and purpose.
Stakeholders include anyone who has a “stake” or is impacted by the success
or failure of your organization. The actual list of stakeholders is quite extensive,
as the Figure 6.3 illustrates. Your network of stakeholders can serve as a resource
to help develop your competency and stay on top of new developments.

A strategic alliance must be a win-win agreement in which both companies benefit
from the relationship. If it is imbalanced in any way, one organization will simply quit
the alliance. Because alliances can be vital to an organization’s success, the next page
lists some strategies for cultivating alliances.
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Individual Networking
On an individual level, a leader and Chief Strategy Officer (CSO) must become
comfortable operating across internal and functional boundaries. He or she must also
become comfortable forging links between organizations and stakeholders. Leaders
must also have the vision, skills and resourcefulness to form networks that extend
beyond their home base, and to seek out benefits to their own unit or organization by
partnering with others. They have to have open minds to be better able to recognize
and reach out to potential partners.
The more rigid the walls between functions and between organizations, the less likely
it is that people will venture out of their comfortable boxes to try something new. So,
it is up to leaders to encourage others in their organization to open their minds and
tap the power of partnering within and across their organizations.
Beginning Networking
You need to check-in with contacts within your network on an ongoing basis as a way
of keeping your “ear to the ground.” Figure 6.3 demonstrates the complexity of what you
can find when you do this. Developments outside your immediate work unit can have
significant impact on you and your team. A good rule of thumb is to begin the networking process well before you need something from your contacts. If you don’t have those
relationships established when you need something, it is usually too late to create them.
Some Tips for Success
• Become comfortable operating across internal, functional boundaries.
• Become comfortable forging external links between stakeholders.
• Cultivate a network of contacts within your own organization to widen your
sources of information.
• Seek out professional associations to link and network with others outside your
current organization.
• Attend trade and industry conferences, Chamber of Commerce meetings,
educational events at local universities, public seminars and training workshops.
• Consider teaching courses at the local community colleges or universities or
volunteering at cultural events.
• Broaden your global perspective by dialoguing with customers, suppliers,
competitors, authors, researchers in your industry, community leaders, government leaders and representatives from different ethnic groups.

Questions to Ponder
•
•
•
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When was the last time your organization pursued the sale or
acquirement of a division? Describe the situation.
What strategic alliances would benefit your organization?
Why or why aren’t you prepared to pursue strategic alliances?
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2.1.7 Use a Common Framework and Language
Task: Assist the collective management team in developing and using a common
framework and language to become a strategy-oriented organization, attuned to
the frequency of the business’ dynamic nature and processes.
It is important for an organization to have a shared vocabulary, terminology, and
understanding that leads to a common framework. What does someone in your organization mean when they say core strategies, positioning, strategic intent, value-added or value
proposition? The meanings of these words can shift from organization to organization, but
they can’t shift within your organization. It is vital that these words mean the same thing
no matter in which department, location or level someone works. Shifting definitions
of terms within your organization increases the probability of confusion, mistakes and
miscommunication, all of which lead to a loss of productivity.
Organizations often crumble under the weight of their own terminology. An
organization can have too many conflicting or confusing terms to describe the same
action or process. For instance, an organization may use some or all of these terms:
mission, vision, values, ethics, goals, objectives, strategic goals, strategic objectives, actions,
tactics, priorities and initiatives.
What is the difference between a mission and a vision? Priorities and initiatives?
Strategic goals and strategic objectives? You may be able to differentiate between these
terms, but can your coworkers? Do they use them interchangeably? If they do, why
does the organization need both?
As soon as an organization develops more than four or five words to describe its
processes, the whole system is more complicated than it needs to be. It creates needless
headaches for employees—and hurts their productivity and efficiency—when they try
to implement anything. They ask themselves, is this a goal? Strategic goal? An objective?
Am I implementing this to meet a goal? A vision?
Just as a tree gains rings with age, an organization gains levels of vocabulary. As such,
older and bigger organizations tend to have a larger vocabulary that each employee is
expected to know, but doesn’t, so bureaucracy win.
The easiest way to simplify your organizations terminology is to:
1. Create a list of all the planning, leadership and change terms that you use on
a weekly basis. You may want to have coworkers construct their own lists to
make sure that you don’t miss any words.
2. Write a definition for each term.
3. Compare the definitions. Are there terms that have several different definitions?
4. Prioritize the list in order of importance. Which terms are used the most?
5. Remove redundant and unimportant terms.
6. Repeat this process until you have a list of 4 to 5 key strategic planning terms.
Eventually you will be left with only clear, important terms. This leaner terminology
will increase communication effectiveness at all levels of the organization.
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2.1.8 Provide Benchmarking
Task: Provide benchmarking and best practices research on what does or does not work.
Benchmarking is usually performed by one organization within an industry so that
it can identify the best organization and see how it matches up against that leader.
However, there are times where the industry leader will release their benchmark
information so that others can see how they compare. This helps the industry leader
because they can make sure that they are staying ahead of the field. It helps the rest of
the industry because they can see where their strengths and weaknesses lie.
The airline industry is an example of a collection of companies that is mandated by
the U.S. government to make their benchmarks public. This way anyone can see how
each organization is performing in several categories such as lost baggage and on-time
arrivals. This keeps competition between airlines fierce and fair.

Best Practices Research
While benchmarking only compares organizations from one industry, best practices
research compares organizations from different industries. It allows an organization
to compare its best practices with all of those in business, not just in their own field.
During my many years as a consultant, I would often see one organization saying,
“We’d like to do it this way, but that’s impossible.” All the while, another organization
in a different industry would be doing that exact thing. So, to find the answer these
companies would have to look past the boundaries of their industry. Regardless of the
industry in which an organization resides, its best practices should be comparable with
any other organization’s, because best practices transcend organizations and industries.
Just because you find a best practice that you think is perfect for your organization
doesn’t mean that you can simply implement it. In fact, if you do this, your organization
will suffer production-crippling chaos.
Implementing a new best practice, no matter how good of a fit for your organization,
requires that you and senior management tailor it to suit your needs. Best practices
are far too individualized for specific corporations to simply be transplanted to a new
organization. Think of best practices the way you think about eyeglasses. Sure you
could put someone else’s on, but they won’t be as good as the ones that have been
prescribed for you. In fact, wearing someone else’s glasses may damage your eyes rather
than help your vision.

Questions to Ponder
•
•
•
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In what areas does your organization need to improve its practices?
Does your organization do best practices research? Why or why not?
What parts of a best practice philosophy would you have to tailor
to your organization?
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2.1.9 Focus on Strategic Goals and Measurements
Task: Focus the organization on strategic goals and measurements for its short- and
long-term success.
As a strategic planner, you want to know how to clarify the goals of the organization
so that everyone at every level will know how their job benefits the organization. This
means that you want to make them aware of not just the vision, but of the concrete
goals or objectives that they work toward daily. The problem with organizational goals
is that often organizations have too many of them!
We recommend that an organization have from three to seven goals maximum at
any one time. If you have more than seven, it is too much, and upper management
needs to reassess their priorities. However, you should be aware that seven is the upper
limit, and sometimes even that number is too many.
In his book Good to Great, Jim Collins discusses his philosophy regarding organizational
goals. He states that an organization needs to pare its goals down to just the BHAG
ones: Big, Hairy, Audacious Goals. This means that you focus only on the biggest, most
challenging of goals. The idea is that the fewer goals you have, the more resources you will
be able to dedicate to each. The more goals you have the more diluted your resources and
attention becomes. So even if you have already narrowed your goals down to seven, don’t
be afraid to keep narrowing. See what happens if you limit yourself to a list of only three.
Remember that not every goal is equally important.
How do you know how much progress your organization has made toward its goals? You
can see if it is on track or if you need to make adjustments through Key Success Measures:
Key: You aren’t using a bunch of different measures; you are focusing on the most
important ones. Remember the 20/80 rule. This states that 20 percent of measurements
give you 80 percent of your information. In other words, just a few measurements can
supply you with a large amount of data.
Success: Your organization is successful if it reaches your desired outcomes.
Measures: The rubrics you set up to collect your data. The four rubrics that are
measured the most often are: quantity, quality, time and cost. You may wish to have
industry-specific measures, but these four methods give you a good starting place.
Key Success Measures are easy to talk about, but hard to do. This is because measurement
means accountability, and many people are unprepared to be held accountable.

Questions to Ponder
•
•
•

What are your organization’s BHAG goals? Why?
What is your organizations number-one goal? Why?
What Key Success Measures will give you the fullest range of data
for your organization?
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Recap: Think Content (2.1 SPP)
SPP candidates should understand nine tasks associated with think content:
2.1.1 Design a Future Environmental Scanning System: Create a future environmental scan using the SKEPTIC framework and ensure that senior management performs it every three months.
2.1.2 Ensure Enterprise-Wide Risk Management: Play out What if?-scenarios to
create plans in case the hypothetical event does occur. Understand that in a
global economy, events halfway around the world can profoundly affect your
organization.
2.1.3 Support Economic and Portfolio Analysis: Analyze each division to see which
are the most profitable. Remember that if a division isn’t as profitable as others,
it may still serve a vital role within the organization. This also helps identify
market trends and opportunities.
2.1.4 Assist with Organizational Structure Analysis: Many business plans have
become fractured by the constant movement of the global economy. Your
business plan needs to be flexible to adapt to changes in technology and the
environment.
2.1.5 Gather Customer Satisfaction Information: Ensure that your leadership
team continually strives to improve customer satisfaction, and thus strengthen
your marketplace positioning. The best way to do this is to make sure that the
marketing department collects high-quality data.
2.1.6 Offer Organizational Growth Strategies: Ensure that the collective leadership
is aware of the options available to them to continue the organization’s growth.
You don’t need to know the ins and outs of each strategy, but you do need to
know the questions to ask senior management to make them think of growth
strategies in a strategic way.
2.1.7 Use a Common Framework and Language: Pare down your organizations
terminology to four or five words. Any more increases the chance of confusion.
2.1.8 Provide Benchmarking: Perform benchmarking to identify specific strengths
and weaknesses of your organization.
2.1.9 Focus on Strategic Goals and Measurements: Cut your organization’s goals
down to three to seven BHAG goals: Big Hairy Audacious Goals. Any more
and your resources become diluted.
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Strategic Thinking Content (2.4 SMP)
All the problems of the world could be settled easily is people were only
willing to think. The trouble is that people often resort to all sorts of devices
in order not to think, because thinking is such hard work.
–Thomas J. Watson

T

o become an effective leader or to pass the SMP exam, each candidate should
know and understand how to accomplish six tasks:

2.4.1 Provide strategic intelligence to senior management to lead competitive advantage
and strategy discussions, ending with consensus decision-making, where possible.
2.4.2 Evaluate different strategic alternatives to create a uniqueness that adds value
for your customers and a competitive advantage for the organization.
2.4.3 Assist senior management with the development of their vision, mission, core
values and long range direction for the future.
2.4.4 Assist senior management with value chain management analysis, sustainable
value chains and business models that drive entrepreneurial behavior.
2.5.5 Link strategic thinking with strategic budgeting to ensure a focus on the future
and opportunities vs. sunk costs.
2.5.6 Guide the dissemination of acquired knowledge to the entire organization in a
form that is useful.

Note: These tasks were taken from ASP’s standards and Body of Knowledge (BOK).
Key words are italicized for easy reference. The chapters are arranged according to
content, processes and infrastructures (see Introduction for details). For more information,
see the BOK on ASP’s website, strategyplus.org.
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2.4.1 Provide Intelligence to Senior Management
Task: Provide strategic intelligence to senior management to lead competitive advantage
and strategy discussions, ending with consensus decision-making, where possible.
Strategic intelligence is a broad term that looks at all aspects of the environmental scan:
• Competition: What new products and services are they coming out with? How
does this directly or indirectly affect your organization?
• Blurring of Boundaries Between Companies and Industries: Does your organization need to begin exploring the possibility of expanding into a new market?
• Marketplace Positioning: Is your organization holding its intended marketplace position? If it isn’t, how can you correct this?
• Customer Focus: What is the best way for your organization to continue
serving the customer? Are innovations creating new ways to do this better?
• Substitutes: Are these available in the marketplace? Are they influencing
customer behavior and loyalty?
• Analysis: Are you up to date on the results of analyses? Are you allowing
yourself enough time to interpret and use this information? (See 2.2.6.)
You need to be able to synthesize all this information to create connections, identify
trends and formulate specific actions The more of this information you are familiar
with, the higher your strategic intelligence will be and the more you will be able to
help senior management with their decision-making.
Although they are the decision-makers, you need to use your wealth of knowledge
and expertise to inform them of what you see to be the possible marketplace pitfalls
and opportunities. You need to be able to give your educated opinion to further the
discussion on strategies, competitive advantage and marketplace positioning.

Consensus
While you may be very well-educated in the above topics, remember that you are
not one of the decision-makers. However, just because you are in a support staff role
doesn’t mean that your position is any less vital.
When you aren’t informing senior management of your views on the current or future
analyses, you could be facilitating their meetings to ensure that they formulate their goals
and visions with the utmost consensus possible. This means that you need to rely on your
abilities as a facilitator just as often as you will be relying on your abilities as a strategic
planner. During the course of a meeting, you may play multiple roles, from informing
executives, to facilitating, to correcting misinformation, to employing conflict management.
Regardless, you are in a unique position to ensure that consensus is found at every
possible opportunity, and your goal is to create as strong of a consensus as possible.
The more senior managers that agree on a particular decision or subject, the more
buy-in and stay-in you will have. This creates stability for both the organization and the
Strategic Plan. Consensus is defined as all team members actively supporting the decision.
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Questions to Ponder
•
•
•

How can you continue to improve your strategic intelligence?
Are you able to see trends and generalities by analyzing the future
environmental scan? If not, how can you improve this?
How often do you correct misinformation that you see or hear
senior management using?

N

otes and Actions
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2.4.2 Evaluate Strategic Alternatives
Task: Evaluate different strategic alternatives to create a uniqueness that adds value
for your customers and a competitive advantage for the organization.
The more strategic intelligence you have (see 2.4.1), the more you will discover different
strategic alternatives. Simply put, the more you know about your organization’s marketplace and positioning, the more you’ll notice the potential to grow the organization’s
positioning within that marketplace. This is also an opportunity for you to consistently
evaluate your relationship with your customers. Here are some questions regarding
strategic alternatives that senior management should be able to answer:
• How does your organization add value for the customers?
• Is there anything happening in the marketplace that would force your organization to alter or reevaluate your relationship with your customers?
• What is unique and sustainable about your organization’s marketplace positioning that you can offer your customers?
• What does your organization do that is better, more efficient or cheaper than
the competition to attract and retain new customers?
Once you answer these questions, you will have identified why customers would be more
interested in doing business with your organization than with the competition. However,
if senior management has a hard time answering some or all of these questions, you may
have identified trouble areas in your organization that will need attention. You may want
to have a project team develop some strategic alternatives for senior management.

Potential Strategic Alternatives
Once your senior management has identified other possible strategic alternatives that
the organization may be able to take advantage of, the question becomes: “Now what?”
Just because there are strategic alternatives out there, that doesn’t mean that every
alternative is a viable one. However, you should ensure that these alternatives are
discussed by senior management for review and discussion. They are the decisionmakers and are the ones ultimately responsible for deciding if a strategic alternative
should be executed.
But before you bring up strategic alternatives to senior management, you need to be
certain that the organization has done its research and that these alternatives are truly
sustainable alternatives. Do they represent a possibly better way to reach your customers
and spark sustainable and profitable organizational growth?

Confusion on Positioning
To ensure that you are able to correctly identify strategic alternatives within your
organization’s marketplace, you must be clear on what you’re looking for. Once the
organization has a solid understanding of strategic alternatives, only then can senior
management hold an educated conversation about marketplace positioning and
strategic alternatives.
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However, as every conversation is a two-way street, you need to be certain that senior
executives have an in-depth discussion about these topics. Confusion regarding marketplace positioning and strategic alternatives commonly arises because executives often:
• Don’t know the definitions of positioning or value.
• Find it difficult to distinguish the definition of customer and stakeholder.
• Don’t know what exceeding expectations means.
• Don’t know what high quality stands for. Is it products, service, experiences, etc.?
• Use the word value without understanding what it is. (Note: It is the Ratio of
X [what we get] to Y [what we give].)
• Don’t know and understand the five Star Model options and the three levels
of competitiveness—competitive advantage, competitive, uncompetitive—to
achieve their positioning in one key star model facet (see 2.1.5).
• Are unrealistic, wanting to be excellent in all five areas instead of choosing one
in which to be distinctive as a strategic trade-off or focus.
• Don’t understand that just being competitive in the marketplace on the other
four star points is fine, but they shouldn’t be ignored.
• Forget that lowest cost is not usually value in the eyes of the consumer.
• Don’t see difference between achieving and sustaining your positioning.
• Don’t know their own positioning and are highly unrealistic about how their
organization compares to the competition.
• Have no customer or competitor information on their positioning.
• Believe that positioning is the same as “what we do well.” Positioning must
be what the organization does better than the competition or what makes it
unique in the eyes of the customer.
• Find terms confusing overall. Is there a difference between these terms? Not really!
• Core competencies
• Image
• Identity
• Perception
• Reputation
• Positioning
• Competitive edge or advantage
• Grand strategy
• Strategy or strategic intent
• Driving force
Only once both you and your senior managers know and understand the above
information and terms, can senior management truly have a productive conversation
about marketplace positioning. Any conversation without this knowledge is going to
be misinformed, misleading and potentially dangerous to the organization.

Questions to Ponder
•
•
•

What is the best thing to do with a new strategic alternative?
How could you discover strategic alternatives more often?
How are you able to tell if a strategic alternative is sustainable?
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2.4.3 Develop a Mission, Vision and Core Values
Task: Assist senior management with the development of their vision, mission, core
values and long range direction for the future.
Once you’ve looked at your strategic intelligence, strategic alternatives and positioning, you should be able to help senior management develop a vision, mission and core
values. This is important because the vision will lay out exactly what your organization
stands for over the long-term.

Terminology
When dealing with mission, vision and value statements, people incorrectly use
these words interchangeably. You need to understand the difference between these
often-confused words:

1. Vision: Aspirational – Idealistic
• Our view or image of what the ideal future looks like at time X
• Dreamlike qualities, future hopes and aspirations, even if not fully attainable
• An energizing, positive and inspiring statement of where and what we want
to be in the future
2. Mission: Pragmatic – Realistic
• What business are we in? (Not what activities do we do)
• Why we exist: our reason for being (raison d’ être), the purpose to which we
commit our work life
• What we produce, and its benefits and outcomes
• Who we serve: our customers and clients
3. Core Values: Our Beliefs
• How we should act while accomplishing this business or mission
• Our process
• The “way we do our business”
• Principles that guide our daily behaviors
• What we believe in and how we will act at work
4. Positioning: Our Driving Force – Distinctiveness
• Strategy, grand strategy, strategic intent, competitive advantage
• What positions us uniquely in the marketplace from the competition that
causes the customer to do business with us (customer value)
5. Rallying Cry: Our Essence – Motivational Force
• Crisp slogan (eight words or less) remembered by the employees
• Essence of the vision, mission and core values
• Driving force or positioning upon which all else revolves
• Memorable, believable and repeatable
• Lived on a daily basis across the organization
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Creating a Vision
The question that best helps guide the vision creating process is: “What does your
organization want your world to look like in five or more years?” The statement is the
bedrock upon which the activities of the entire organization rest.
It defines what your organization is, its reality, purpose, identity, reputation, etc.
It defines how your organization is perceived by the rest of the world, including your
competition, customers and potential customers. A vision statement should:
• Be idealistic—something to which you want your organization to aspire.
• Be only three bullet points max.
• Focus on the internal and external environment. (Your organization does not
exist in a bubble, and it is affected by the external environment as much as it
is affected by its internal environment.)

The Man on the Moon Vision
The first challenge is developing your Ideal Future Vision via a “visioning” process.
For example, in 1961, U.S. President John F. Kennedy said: “I believe that this nation
should commit itself to achieving the goal, before the decade is out, of landing a man
on the moon and returning him safely to earth.” This goal was accomplished in 1969.
This is probably one of the more complex things your senior management will ever
have to do. After all, you’re asking your collective leadership to consciously step outside
the familiar boundaries that exist in your day-to-day operations and create new, previously
unexplored scenarios just as President Kennedy did. But it is also immensely rewarding.
The Haines Centre’s Vision
In September 2010, the Haines Centre for Strategic Management revised its vision
through 2020. We narrowed it down to three, one-line bullets. Notice that they are
simply-worded, yet specific to what we want to be:
• We are a leading-edge, global team of strategic management consultants,
facilitators and trainers.
• We are renowned for our universal and practical application of systems thinking.
• We make a meaningful, sustained difference for ourselves, our clients and society.

The Mission Triangle
Most organizations today have a mission statement; however, they don’t often have
the “meat” of specifics on the mission triangle (see Figure 7.1 on next page) to drive
behaviors throughout the organization. Most organizations need to define their mission
more explicitly and clearly.
Currently, most vision and mission statements are written in such vague language
that they have little meaning and no clear focus. Instead, you can help develop a highquality mission statement by answering the following questions:
1. Why do we want to exist?
2. Who do we want to serve?
3. What do we want to produce as outcomes?
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Figure 7.1 The Haines Centre’s Mission Development Model
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Once you and your senior management have studied Figure 7.1 and answered these
questions, you’re ready to produce a mission statement. To refine your statement,
answer the following questions:
• Is it brief, concise and understandable—and not just pretty words?
• Is it broad and continuing, but not so broad as to be meaningless?
• Is it stated in terms of results (outputs, outcomes) instead of activities (inputs,
throughputs)?
• Is it future-oriented?
• Will it drive behavior in the organization?
• What will be different in the future as a result of this mission?

Core Values
In addition to having a strong customer focus, high-performance learning organizations invest heavily in defining and implementing their core values. The formation and
observance of core organizational values has many productive outcomes. High-performance
organizations use their core values as a stability factor for employees. When employees share
organizational values, they feel more committed and loyal, identify more strongly with
important organizational issues and display a willingness to get the job done.
Core values can contribute insight and direction when your organization is faced with
unpleasant choices. In addition, they can serve as a rudder in tough times, helping your
organization to pursue the high road of ethical conduct, respect and dignity for the individual. Increased employee motivation, effort and clarity of focus also develop a competitive
edge for your organization. Perhaps most significantly, strong core values will be invaluable
in guiding the 1,000 or more small decisions employees collectively make daily.
As you develop your organization’s core values, keep in mind that each one must
meet the following six criteria to be a core value:
• Is it a collective, organization-wide belief that is simple and clear?
• Does it determine the standards of acceptable work behaviors?
• Will people know and care if this isn’t followed?
• Is it a value that will endure consistently over time?
• Are there myths, rituals or other well-known organizational stories to support
its existence?
• Is it crystallized and driven by the top management level?
• Is it the last thing you would want to give up?

Questions to Ponder
•
•

Is your current mission statement concise, yet broad enough to
cover what you need it to? If not, how could you improve it?
Does your senior management know all of the terminology in this
section? If they don’t, how could you help them learn it?
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2.4.4 Assist in Value Chain Analysis
Task: Assist senior management with value chain management analysis, sustainable
value chains and business models that drive entrepreneurial behavior.
Value-chain analysis consists of looking at your organizational systems and processes
from the point of view of better integration between your customers, organization, and
vendor or suppliers to create value (see Figure 7.2). You often need to radically re-engineer
the supply chain and simplify it, thus removing all non-value-added elements.
It’s about collapsing cycle time and costs, about how long it takes to perform a specific
function, down to the real task time. The main idea is to bring every level and operation of
your suppliers and your organization closer to the customer, so that the customer gets your
service or product more quickly, with the highest possible quality and lowest possible costs.
To successfully carry out a value chain analysis, survey your customers to find out
the processes that are most important to them, where they have the most complaints,
etc. Top experts such as Hammer, Conway and Deming believe that, for a customer
focus, each organization has only seven to ten processes overall that involve three or
more functional departments—these should be your focus.
Keep in mind, you don’t re-engineer functions, you re-engineer processes—despite
the proliferation of workshops today that try to tell you otherwise). Your processes
should include your suppliers as well.
Make no mistake, value-chain analysis can yield huge customer, strategic, cost and
efficiency results. It is absolutely necessary for success on an ongoing basis. Thus, you
should plan for key processes to be reexamined yearly in today’s fast-paced, dynamic world.
Here are some questions to ask when analyzing your supply chain:
• Are the supply chain components each of a high quality?
• Are they stable?
• Are they sustainable?
• Is every link in the supply chain functioning correctly?
• Is every link in the supply chain vital or extra cost and bureaucracy?
• Does it match the organizational values? (Example: Do we use sweatshop labor?)

Figure 7.2 The Supply Chain
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Two Examples
Cardone Industries of Philadelphia, the world’s premiere re-manufacturer of auto
parts, recently underwent a complete value-chain analysis. They are reducing their
inventory cost by over $30 million as a result of this analysis.
This is money that they saved by simply reorganizing the processes of their supply
chain. This saves Cardone, their suppliers and their customers money!
Another example comes from Boeing. As they produce their 787 Dreamliner they
are pulling parts from suppliers from all around the world in their global supply chain.
As of fall of 2010, Boeing was having a difficult time getting the parts they needed
from their suppliers.
Without these parts, Boeing was unable to assemble the final product. This shows
that no matter how well-run, efficient or organized one organization is, if the suppliers
aren’t equally up to the task, the final product simply can’t be completed.
Therefore, everyone in the supply chain must successfully carry out their role for
the entire chain to be successful and create value.

The Internet and Supply Chain
The old saying goes, “Too many cooks spoil the pot.” This holds true for business.
The more organizations between the supplier and the customer, the weaker that
relationship becomes. Prices can become bloated and the quality and timeliness of
delivery can suffer.
To avoid these problems, strive to remove all non-vital hurdles between your
organization, your suppliers and your customers. This is now a different situation in
today’s world because of the Internet.
Because of the Internet, there are now a host of ways for organizations to interact
with consumers directly, rather than going through a distributor. For instance a
organization may now utilize Facebook, YouTube, Twitter, eBay and other social
networking to communicate directly with their target customers globally.
These websites remove the traditional middleman and ensure a direct line of
communication with your organization’s customers through these new distribution
channels. Huge potential cost savings.

Questions to Ponder
•
•
•

How efficient and reliable is your supply chain? Are there ways to
improve this?
How often does your organization perform a value-chain analysis?
How far removed is your organization from your customers? Is
there a way to get closer?
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2.4.5 Link Strategic Thinking with Budgeting
Task: Link strategic thinking with strategic budgeting to ensure a focus on the future
and opportunities vs. sunk costs.
After future revenue projections have been set through your Key Success Measures,
business planning and core strategies, it becomes senior management’s task to show
profit and return on investment to the board of directors—or to show a balanced budget
in the public sector.
The annual budgeting and resource allocation process completed at the end of strategic planning should be known as strategic budgeting. This is because the emphasis here
has everything to do with strategy, focus and priorities—and little to do with money
alone. For most organizations, intelligent budgeting and careful resource allocation can
make the difference in achieving successful implementation or, conversely, starving new
initiatives. This is especially true in the public and not-for-profit world.
In strategic budgeting, the allocation of funds is determined by the annual priorities
crucial to the achievement of your organizational vision, rather than department or
division power struggles. To be truly strategic, budgeting and resource allocation must
meet the following five criteria:
1.
2.
3.
4.
5.

It should reinforce and focus on your Ideal Future Vision, mission, strategies
and Key Success Measures.
It must support your Strategic Plan’s top annual action priorities and initiatives
under each core strategy.
The criteria for your budgeting decisions must be the top priority initiatives
from your Strategic Plan.
Your budget priorities must match closely in support of the core strategies.
It must result in you being able to fund and run your day-to-day business, as
well as fund needed future strategic changes.

The current economic climate is hard on budgets. However, you must help senior
management feed the future and starve the past. The challenge is to find new and innovative ways to reduce costs and increasing revenues and income. The idea is to find or
create options with which to face tough budget choices, such as the following:
•
•

•
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Delete old budget items that are no longer valid, then add new items, based
on your Strategic Plan.
Cut 10 percent of each department’s budget, put it in a pool, and send out a
RFP (Request For Proposals) for the money based on the five criteria. Each
department will then supply a proposal on why they think they need some of
that money. Then reallocate funds according to which department projects will
help the organization reach its goals.
Assign macro-allocation to each department, leaving the decisions and the
accountability about how they achieve it up to each department.
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Remember, the key is not to cut or increase budgets evenly across the board, but to
make simultaneous budget cuts and additions that are based on your Strategic Plan
criteria. Rather than a fixed budget driving your Strategic Plan, your plan should always
drive your budget. Admittedly, this is very difficult in the public sector. Not looking at
it this way, however, will almost always prevent the successful implementation of your
plan’s future priorities. Luckily, it’s a negative result that can be avoided.
The strategic budget must be integrated with and linked to your Strategic Plan
and your annual plans. This can take up to two years to do properly, with around
40- to 70-percent incremental implementation in the first year, then coming to full
implementation and integration in the second.

Questions to Ponder
•
•
•

Are you creating annual plans that support the organization-wide
implementation of these core strategies?
Does your organization’s budgeting support the implementation
of your Strategic Plan?
Does your organization’s budget reinforce and focus on your vision,
Key Success Measures and core strategies?

N

otes and Actions
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2.4.6 Guide Dissemination of Acquired Knowledge
Task: Guide the dissemination of acquired knowledge to the entire organization in
a form that is useful.
Numerous business writers are reintroducing a common-sense notion to business. It
emphasizes that with change being a given, we’re going to need to learn how to cope with
change on an ongoing individual-, team- and organization-wide basis. To do this, we must
begin to create horizontal and vertical learning organizations (see 1.3.3) in which learning
is an ongoing, normal part of the organizational structure.
This section focuses on retaining the knowledge and expertise that individuals within
your organization develop over the time they are employed. This knowledge is in constant
danger of being lost when someone leaves or retires. This is called brain drain.
For example, if an employee is the only one who knows how to do a particular function
and they leave or retire, it’s a huge loss to the organization because that knowledge must
be remade from scratch. However, if five people know how to do a particular function
and one leaves, it isn’t nearly as big of a loss. Therefore, you must ensure that your
organization has policies in place to retain and disseminate acquired knowledge with
backups everywhere. This is especially true in smaller organizations.
For example, NASA was thought to have the best engineering minds in the nation, if not
the world. However, this may no longer be true. Over the years, NASA has steadily suffered
from a brain drain, leaving much of its strategic knowledge and core competencies hollow.
Where are its people going? To Boeing, which, is the major NASA sub-contractor.
So now the sub-contractor has more expertise and knowledge than the contractor. The
government agency is less knowledgeable than the private sector because the work has
been outsourced. Now private shuttles carry supplies to the international space station.
Is this good or bad? Why not both? While this debate continues, this example does
show how hollow NASA is in terms of its ability to implement its own plans.
You don’t want to let your organization suffer a similar fate, one where the tacit
knowledge leaves without ever having been recorded or relearned by anyone else.
How do you counter brain drain? Here are several suggestions:
• Create opportunities to network and share knowledge: The more employees
speak to one another, the more knowledge they will naturally convey to one
another. This may be done through inter-departmental meetings or staff luncheons.
• Encourage mentor relationships: If veterans mentor rookies, a natural transfer
of knowledge occurs.
• Institute a shadowing policy- If someone announces that they are leaving,
have a fellow employee follow them to learn as much as they are able.
• Set up a formal horizontal learning program, both with electronic and face
to face knowledge repositories.
• Set up a succession program with back-ups for everyone as mentioned earlier.
• Build a database for sharing and knowledge transfer.
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Questions to Ponder
•
•

•

What have you done to ensure that your organization is a learning
organization?
Can you think of any of your coworkers who possess specific,
unique knowledge that would be difficult or impossible to replace
if they left? How can you counter this?
What policies does your organization have to ensure that acquired
knowledge remains with the organization?

Notes and Actions
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Recap: Strategic Thinking Content (2.4 SMP)
SMP candidates should understand six tasks associated with strategic thinking content:
2.4.1 Provide Intelligence to Senior Management: Strategic intelligence stems from
an increased exposure to current and future environment scans. You can assist
senior management with your knowledge in a variety of ways.
2.4.2 Evaluate Strategic Alternatives: Because you are exposed to current and future
environmental scans, you will be able to identify strategic alternatives and potential marketplace positions that your organization could inhabit.
2.4.3 Develop a Mission, Vision and Core Values: You need to facilitate senior
management as they create a mission statement to ensure that it is correctly
worded to achieve its goals.
2.4.4 Assist in Value Chain Analysis: Help senior management perform value chain
management analysis by looking at the strength and efficiency of your organization’s supply chains.
2.4.5 Link Strategic Thinking with Budgeting: Strategic budgeting means cutting
costs while increasing profitability. This comes from increasing funding to
departments that are vital to the Strategic Plan while cutting costs of departments that aren’t.
2.4.6 Guide Dissemination of Acquired Knowledge: Employees acquire knowledge
the longer they are employed. When one leaves their knowledge leaves with
them. Implement policies that will retain organizational knowledge when
personnel leave.
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Think Processes (2.2 SPP)
If you think you can, you’re right
If you think you can’t, you’re right.

–Henry Ford

T

o become an effective leader or to pass the SPP exam, each candidate should
know and understand how to accomplish seven tasks:
2.2.1 Promote ethical considerations as part of the strategic thinking process.
2.2.2 Draw quiet people out safely and ensure open and frank communications in strategic
thinking sessions.
2.2.3 Lead virtual teams to openly discuss strategic thinking topics.
2.2.4 Foster a culture of creativity and innovation as part of the strategic thinking
process.
2.2.5 Focus on keeping things simple as it is a way to make an organization more strategic, yet faster and cheaper.
2.2.6 Guide near-term trend and competitive and industry analysis to be able to strategize
in dynamic and evolving global markets.
2.2.7 Utilize proactive pre-work and pre-meetings to tailor and sequence the organization’s Think–Plan–Act framework to ensure senior and middle management all
understand and use the same process.

Note: These tasks were taken from ASP’s standards and Body of Knowledge (BOK).
Key words are italicized for easy reference. The chapters are arranged according to
content, processes and infrastructures (see Introduction for details). For more information,
see the BOK on ASP’s website, strategyplus.org.
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2.2.1 Promote Ethical Considerations
Task: Promote ethical considerations as part of the strategic thinking process.
In 1.5.5, we discussed how dictators are masters of culture change. They use a blend
of fear, intimidation and punishment on those who disagree with their political ideology. For those who agree, help and support the dictator, there are rewards.
While a dictator’s ability to change and control a national culture is enormous,
their tactics to implement such changes range from unethical to despicable. You, as a
strategic planner, do not have the luxury of being hated or feared. Your credibility and
ethics must be beyond reproach because of the multitude of different individuals that
you will have contact with on a daily basis.
Strength of character is a key point of distinction between those who simply manage, and
those who truly lead. If people doubt your intentions, ethics or morals, they will withhold
their true ideas at best, and refuse to work with you at worse. This means that you
will be rendered ineffective as a strategic planner, and may eventually lose your job!
Ethical consideration needs to be part of your strategic thinking. You must walk
the ethical talk.

Greed is Good and other Misconceptions
Not every example needs to be as extreme as a dictator gaining control of a country.
There are, sadly, far too many examples of corruption that can be found on just about
any page of the newspaper.
The city of Bell, CA, was rocked by a scandal in 2010. It is one of the poorest cities
in Los Angeles County, yet, the mayor and city manger were recently discovered to
be making more than $800,000 a year each. If this wasn’t bad enough, several select
members of the administration made in excess of $300,000 a year.
When confronted about this issue, did the members of this local government agree
to have an open discussion? Did they state that they would be willing to restructure
their contracts so that they would be more in line with cities that were the same size
and had the same financial standing of Bell? No.
Instead the members supported one another in snubbing the public. One member
of the administration defended another member’s large salary by saying, “I would have
to argue you get what you pay for.”
If this is the attitude that voters get from their elected leaders—where there is a
definitive way to remove leaders who are dysfunctional in their positions—then imagine
how bad it can become in corporate America.
Gordan Gekko, Michael Douglas’ fictional character from the movie Wall Street,
is quoted as saying, “Greed, for lack of a better word, is good.” This quote makes for
interesting cinema; however, when real-world leaders and business people take this to
heart, it should really bother us.
Leadership should be about service.
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Servant Leaders
What’s the difference between management and leadership? Everyone who has experienced leadership will give you a slightly different answer. Your own experience has almost
certainly allowed you to feel the difference—the very real difference—between being
managed and being led.
Adults in the workplace have amazingly consistent answers to the question, “What were the
characteristics of the best manager you ever had?” A recent survey of more than 100 mid-career
MBA students surfaced these among the most frequently cited characteristics:
•
•
•
•
•
•
•

“He or she trusted me to do my job.”
“He or she was there to guide me when I needed it.”
“He or she left me alone most of the time.”
“He or she cared about me and my development.”
“I was allowed to make mistakes, even big ones, as long as I learned from them.”
“He or she let me take the credit for my work.”
“I got to make the presentation, even though he or she could have done a
much better job.”

The common denominator among these managers is selflessness. They are servantleaders, empowering their workforce to ensure their development, taking risks with
their own reputation and the reflection on their performance as managers. This willingness to put the employee and their long-term interests ahead of self-aggrandizement
are strong evidence of character.

Questions to Ponder
•
•
•

Can you think of a time in the past week that you had to make a
tough business decision based on ethics?
Can you think of any of your business relationships that you need
to repair? How can you best do this?
Do you consider yourself a servant leader? Why or why not?
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2.2.2 Ensure Open Communications
Task: Draw quiet people out safely and ensure open and frank communications in
strategic thinking sessions.
When a quiet person speaks, you should listen. If you’re really strategic in your thinking,
you can’t let the more verbose and outgoing people dominate the conversation. The
simple logic here says that just because someone is talkative and outgoing, doesn’t mean
that their thoughts and opinions are more valuable than people who are less talkative.
The talkative person is simply more expressive about their ideas—thus, you hear more
of it, But again, this doesn’t mean their opinion is of a higher quality.
Extroverts speak as a way of processing their thoughts, where an introvert processes their
thoughts first and then speaks. You need to take several actions to ensure the participation
of all the members of your teams, no matter how much or how little they express themselves:
1.

2.

3.

4.

Create an environment in which everyone is comfortable expressing their ideas and
opinions. This won’t automatically create an atmosphere where everyone shares
equally. However, it is a fundamental building block for complete engagement
by all members of a group.
Draw the quiet people out. They are more introverted, and they need more time
to think about things before they speak. By the time they’ve processed one topic,
the conversation may be switching to another. Don’t let this happen! Actively
invite them to join the conversation.
Don’t let anyone dominate the conversation. Everyone has valid points of view
and valid ideas that they can express from those differing points of view. Don’t
let one person—or a small section of executives—take over a discussion to the
point that they are the only ones being heard. As the facilitator, it is your job
to rein these people in if necessary.
Don’t let anyone bully or intimidate others. There can be disagreement over ideas,
but it should be respectful and never swerve into the personal realm. This would
destroy the open environment that you created in step one. Nothing will cut off
the flow of a discussion faster. As the facilitator, you need to stop this as soon as
it appears. If you do this properly, people will feel comfortable speaking because
they know that you will protect them from baseless, out-of-bounds attacks.

Whenever you facilitate a group function—regardless if it is a strategic planning
meeting, lunch, informal brainstorming session, project planning meeting, etc.—your
method to reach closure and actions to achieve your goals is to create and preserve
open and frank communications.
You need this type of communication to get the richness, depth and diversity of ideas
that strategic planning requires out in the open. The executives in these group settings
are your best resource to ensure that the Strategic Plan, and thus the organization, is
well-crafted and sturdy.
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So while it is just as important to make sure that everyone communicates in a positive
manner, it is equally important to draw the quiet people into the conversation because
they are a wealth of knowledge and thoughts.

Q

uestions to Ponder
•
•
•

How frequently do you draw quiet people into discussions? Do you
need to do this more often?
What is your best technique to make quiet people feel comfortable?
How do you ensure that everyone feels comfortable sharing their
thoughts in meetings you facilitate?

Notes and Actions
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2.2.3 Lead Virtual Teams
Task: Lead virtual teams to openly discuss strategic thinking topics.
Have you ever experienced the joy of trying to schedule a meeting with six or seven
equally busy executives? Sometimes it feels as though there isn’t a free time that works
for everyone for entire months.
Because of globalization, modern travel, modern scheduling and marketplace
competition, it is sometimes difficult to get all the members of one strategic planning
team together in one location at the same time.
Fortunately, because of the telecommunications and Internet revolutions, there are
a multitude of ways for you to still have everyone interact, even if everyone can’t be
physically present. While these solutions may not be as ideal as a face-to-face meeting,
it will keep your strategic planning moving forward.
Here are some suggestions to keep your strategic planning’s momentum going, even
if some team members are unable to attend in person. Each has its own positives and
negatives, which are briefly listed:
Video Conferencing: Uses webcams and an Internet connection to see the missing
members of a meeting and interact with them through a projector, television or computer.
Pro: Can still see body language and have “face-to-face” contact.
Con: In some cases, requires specialized equipment (an Internet connection,
webcams, etc) or software. Also, everyone must be available at the same time which
can be difficult if someone is overseas.
GoTo Meeting: Audio and video to connect everyone around the world via the Internet.
Pro: Only need the Internet to participate.
Con: Can’t see body language.
Teleconferencing: Conference phone connects everyone who isn’t physically present.
Pro: Only need a phone line to do it.
Con: Need to find a time that works for everyone. Only verbal; can’t see body language.
Chat Rooms: Uses the Internet to create a virtual room in which everyone is able to
type their responses to one another.
Pro: Good way to get a large number of people to communicate over long distances.
Con: Need a time that works for everyone and requires an Internet connection. Can’t
see body language or vocal inflections.
Message Boards and Forums: Uses the Internet to create a set of comments, to which
users can respond and sort.
Pro: Everyone can participate when they’re free to do so, avoiding scheduling conflicts.
Allows collection of information from a large number of people in an organized manner.
Cons: No real-time communication. You may post your ideas and wait several hours
(if not days) to hear a response. This can bog down a discussion so that it takes weeks.
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There are additional benefits with communicating through virtual means. If facilitated correctly, you can create 24/7 progress on projects. This means that if you have
people spread across the globe, someone will always be awake and able to work on the
project. This allows you to go to sleep and wake to find that your project has progressed
eight hours further than when you went to bed!

Getting Large Amounts of Input
Another benefit of harnessing the Internet is that it allows you to collect a large
amount of input quickly, easily and inexpensively.
For example, IBM has a system through which they can have 10,000 people
commenting on the same issue. This large amount of data allows them to make a large
amount of progress on a project in a short period of time.
There are some things to remember when collecting so much data:
• Do you have a system to filter and organize the information?
• Do you really want to hear the answer to your questions?
• Once you hear the answers, what are you going to do with them?
If you know the answers to these questions, then you’re prepared to move your
project quickly.

Q

uestions to Ponder
•
•
•

How familiar are you with long-distance communication
technology?
Would you be able to moderate an online chat room? If not, where
can you get this training?
What projects are you currently working on that could use large
amounts of input?
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2.2.4 Foster Creativity and Innovation
Task: Foster a culture of creativity and innovation as part of the strategic thinking
process.
Everyone says that they want a culture that encourages creativity (see 1.2.5).
However, when asked what a creative person looks like, you may receive an array
of interesting answers: tattoos, dyed hair, long facial hair, piercings, unconventional
clothes, etc. In short, the eccentricities of a creative person often don’t fit seamlessly
into the traditional business world, and sometimes these traits outright conflict with
the traditional business culture.
The truth is, that while executives want to incorporate creativity into their organization, they don’t want to deal with the things that may accompany it. But on the other
side of the coin, if you are serious about being a creative, innovative corporation, you
must develop a culture that accepts eccentricities.
If your organizational culture is unable to accept people who may have an outward
appearance that doesn’t mesh with the norms of the traditional business world, then the
ceiling for your organizational creativity will remain low.
To put it simply, if you avoid hiring creative people, how can you expect to develop a
culture of creativity and innovation?

Creativity and Innovation
The terms creativity and innovation are often used interchangeably; however, they
mean different things:
• Creativity is divergent thinking. This is the act of thinking outside the box,
playing What if?-games, pushing the boundaries, taking risks, etc.
• Innovation is convergent thinking. This step that follows creativity. It is harnessing creativity, narrowing and sharpening it, and forming it into an action plan.
Creativity can go on forever if left unchecked. Ideas can be formed, tweaked and
perfected while remaining only abstractions. However, this clashes with the productivity that your organization needs to have.
At some point, as the planning facilitator, you may need to stop a brainstorming
activity simply because of time constraints. Then you ask the executives to identify
the most promising ideas. Once those have been identified, you’re able to move the
conversation from a creative one to a innovative one, where the new focus isn’t to think
up new things, but to take the best ideas and implement them.

Positioning and Innovation
It is possible to position an organization in the marketplace based on innovation. Just as a
organization can position itself on customer service—and thus strive for the satisfaction of
its customers—a organization that positions itself on innovation can achieve results in a way
that other companies are unable. An example of this is 3M. It has deliberately advertised
itself as an innovative organization to differentiate itself from the competition.
162

Chapter 8: Think Processes (2.2 spp)

2.2.5 Keep Things Simple
Task: Focus on keeping things simple as it is a way to make an organization more
strategic, yet faster and cheaper.
When you keep things simple, it’s easier to focus on your organization’s direction,
position and vision. The more complex things become, the easier it is to lose focus on
these vital elements. The global economy is complex and unpredictable enough—the
simpler your own organization’s strategic planning processes, language and structures,
the better. Remember, simplicity wins the game every time.

Simplicity Police
To ensure that everything in your organization keeps work as simple as possible,
I recommend that you organize informal leaders into a Continuous Improvement
Team (CIT) called the Simplicity Police. These people will devote some of their time
to scouring the organization for overly complex structures and bureaucracy, which they
will then work with management to simplify.
For instance, if they discover that the marketing department has a tangle of terminology that continually confuses the public relations department, they can work with both
to simplify the process so that marketing is able to communicate in as detailed a manner
as they need to while ensuring the PR department is able to understand the terminology.
The simpler things are within your organization, the easier it is to communicate and
continually keep productivity at a high level. As Albert Einstein said, “Any intelligent
fool can make things bigger and more complex... It takes a touch of genius—and a lot
of courage—to move in the opposite direction.”

The Essence of Elegant Simplicity
Former U.S. Supreme Court Justice Oliver Wendell Holmes, Jr., once said: “I
wouldn’t give a fig for the simplicity this side of complexity, but I’d give my life for
the simplicity on the far side of complexity.” Holmes treasured simplicity because he
understood just how infuriating complexity can be. But what does he mean by the “far
side of complexity?” The explanation makes a valid point about the process of creation.
When you create something, you may have to make it as complex as necessary to ensure
that it does what you need in a reliable fashion; however, once your creation is fully developed, then you need to go back and start simplifying it so that it does what it is meant to
do in a more efficient manner. This is the simplicity on the far side of complexity, meaning
that after something is new and complex, it needs to be simplified while retaining all of
its functionality. This is elegant simplicity and is the end goal or essence for any creation.
This is the natural process of creation: complex to simple. If something is created
to be simple, it may not do what it was supposed to efficiently, or it simply may not
work altogether. However, things that are created as complex are not as efficient as
they should be, and thus must be simplified after.
For more, see Systems Thinking: The New Frontier, available at systemsthinkingpress.com.
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2.2.6 Guide Trend and Industry Analysis
Task: Guide near-term trend and competitive and industry analysis to be able to
strategize in dynamic and evolving global markets.
As a strategic planning professional, you may often be involved in helping to make
sure that the organization is collecting the proper shorter-term, environmental data.
This data usually comes in the form of three different analyses:
1. Trend Analyses: What are one- to three-year trends we can see in the future?
2. Competitive Analyses: What are our competitors doing and why? (Early detection.)
3. Industry Analyses: What are the changes that will occur in your industry in
the foreseeable future? Are the boundaries blurring (see 2.1.4)? Are substitutes
coming into play (for example, competition for the iPad)?
These analyses allow your organization to be aware of the constantly changing,
dynamic, global marketplace. Without one of the three analyses your organization may
be leaving itself exposed to unexpected changes.

Information is Power
While it is vital that your organization performs all three of these analyses, they are only
as accurate as the information that goes into them. Thus, it is important that you know what
each analysis measures and how to tweak each to collect the most accurate data possible.
It your responsibility and that of the Strategic Management Office (SMO) to help
analyze this information. The higher-ups should be participating as well. Why should
everyone be so concerned with this information? Because without it you are unable
to create a Strategic Plan or vision, much less correct the course of a Strategic Plan.
Even though you are interested in this information, remember that you should be guiding
its collection, not necessarily doing it yourself—people support what they help create.

Short-Term to Long-Term
While you want to keep the long-term in mind, you don’t want to fixate on it so much
that you lose track of the shorter term. The only way to get to the long-term is through the
short-term. This means that while you want to keep an eye on long-term goals and
events, such as China’s and India’s development, your organization won’t be around
long enough for that to matter if you don’t pay more attention to the shorter term.
If you find that short-term goals are misaligned from the long-term goals, then you need
to reassess the situation. Can the short-term goals be realigned to the long-term goals? Or
are the long-term goals leading the organization in a direction it shouldn’t go?

Q

uestions to Ponder
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•
•

How can you ensure you collect quality assessment data?
Describe a situation in which your organization focused too much
on the long-term instead of the short-term.
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2.2.7 Utilize Pre-Work and Pre-Meetings
Task: Utilize proactive pre-work and pre-meetings to tailor and sequence the organization’s Think–Plan–Act framework to ensure senior and middle management
all understand and use the same process.
In the 1990s, a Hawaiian Airlines flight was cruising at 10,000 feet when the skin of the
cabin started to peel back. As soon as this crack appeared in the airplane’s hull, the cabin
lost pressure and the oxygen masks deployed. However, as the crack expanded it began
sucking everything that wasn’t strapped down through it: books, cups, food, etc. Eventually
the crack became so big that a flight attendant was sucked out and fell to her death. This
morbid story illustrates a lack of airtight integrity. If breaches happen in the metaphorical
hull of your organization, destruction can happen almost as quickly (see 1.4.3).
To help your organization retain its airtight policies, structures and culture, you need
be proactive in meetings and utilize pre-work, pre-meetings, post-work and post-meetings.
These four different activities operate according to the same rules. Each one allows you to
communicate with each member of the team individually to ensure they understand what
is expected of them, you know their thoughts and feelings about the project before they
are brought up in the meeting, and you are able to answer any questions they may have.
This gives everyone the additional, individual attention that they need to be successful.
The best time to have these individual conversations is before and after meetings (preand post-meetings), and before and after projects (pre- and post-work). This allows you, as
a facilitator, to have an idea about how your entire group is feeling before you put a critical
decision up for discussion. It also allows you to prepare arguments or questions depending
upon their views of the subject.
The best example of pre- and post-meetings comes from the Poway School Distract in
San Diego County, which has about 40,000 students. Its long-time superintendent, Dr.
Robert Reeves, was known as “5-0 Bob” and the district board was known as the “5-0
board.” This is because everything that came to the board was passed by a 5-0 vote.
Does this mean that they passed every issue by blindly voting yes? No, they passed
everything unanimously because Dr. Reeves did his pre-and post-meeting work. Before he
brought an issue up for vote, he talked to each member so that he understood their stance on
the issue. Only once he knew he had a unanimous vote would he bring the issue up in for
a vote. While this method received some flack at the time, it is an outstanding example of
pre- and post-work. Incidentally, Poway is now one of the best school districts in the nation.

Q

uestions to Ponder
•
•

Describe an example in which pre-meeting work would have made
facilitation easier.
How much time should be devoted to pre- and post-meeting work?
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Recap: Think Processes (2.2 SPP)
SPP candidates should understand seven tasks associated with think processes:
2.2.1 Promote Ethical Considerations: Don’t make your decisions based solely on
profit. You must consider the ethical ramifications of your decisions and actions.
If you don’t, you will lose the respect of those you lead.
2.2.2 Ensure Open Communications: Quiet people have just as valuable insight
as those who talk all the time. You need to create an environment that allows
everyone to share their options.
2.2.3 Lead Virtual Teams: Because of globalization, everyone is often unable to make
it to a meeting. Use the Internet and other means of technology to communicate
globally and keep projects moving forward.
2.2.4 Foster Creativity and Innovation: Creativity comes with eccentricities. Create
a culture that embraces people who look and act differently than the norm of
the business world.
2.2.5 Keep Things Simple: Create Simplicity Police. The simpler things are, the less
chance that communication or productivity will lose efficiency.
2.2.6 Guide Trend and Industry Analysis: Know and study the information in the
current state assessment so that you are knowledgeable about the challenges that
face your organization. This will help you with strategic planning.
2.2.7 Utilize Pre-Work and Pre-Meetings: This gives everyone the one-on-one
communication to be successful. It also gives you a barometer for how people
feel about issues before they are ever brought up in a meeting.
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Strategic Thinking Processes (2.5 SMP)
Thoughts rule the world.

–Ralph Waldo Emerson

T

o become an effective leader or to pass the SMP exam, each candidate should
know and understand how to accomplish seven tasks:

2.5.1 Conduct strategic deliberations through an understanding of group dynamics, personalities, facilitation, asking good questions and assisting consensus and closure.
2.5.2 Challenge existing assumptions and confront the logic of all involved, including
senior executives.
2.5.3 Facilitate conflict management in order to persevere through difficult discussions
and chronic issues that have no easy answers.
2.5.4 Assist senior management with redefining industry boundaries if necessary, including
scenario planning or modeling to transform and create new market space.
2.5.5 Assist senior executives in identifying the unintended consequences within every
strategic discussion in the complexity of today’s world.
2.5.6 Provide a systemic approach to strategic thinking during future environmental scanning and clarify the desired outcomes before moving forward with any analysis,
problem-solving or decision-making.
2.5.7 Teach the senior management first, the rest of management second, and the
entire workforce third in thinking strategically as a better way to be strategic on a
daily, weekly, monthly and yearly basis.
Note: These tasks were taken from ASP’s standards and Body of Knowledge (BOK).
Key words are italicized for easy reference. The chapters are arranged according to
content, processes and infrastructures (see Introduction for details). For more information,
see the BOK on ASP’s website, strategyplus.org.
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2.5.1 Conduct Strategic Deliberations
Task: Conduct strategic deliberations through an understanding of group dynamics,
personalities, facilitation, asking good questions and assisting consensus and closure.
We have mentioned numerous times that the Strategic Management Professional is
not to make decisions regarding strategic planning, mission statements, values, marketplace positioning, etc. The SMP plays a support staff and facilitation role. This means you
will help senior management by guiding them through these processes. To summarize,
the SMP’s main priorities are to support senior management by providing:
•
•
•
•
•
•
•

A strategic framework and structure
Facilitation for meetings
Mediation for consensus and conflict resolution
Feedback
Strategic Intelligence and Future Environmental Scanning (SKEPTIC)
Systems thinking and systems knowledge
A way of tracking strategic change actions

While SMPs may not be making the decisions themselves, they are vital to guiding
senior management in its deliberations and creating a Strategic Plan that will guide the
organization into the future. Without the SMP’s guidance, senior executives will eventually
find themselves searching for a strategic framework in which they can place their decisions
instead of focusing on the decisions themselves. At best, they will be able to achieve consensus on their own; at worst, they will become deadlocked without any conflict resolution.

Benefits You Provide the Organization
Despite the tangible benefits provided by a Chief Strategy Officer (CSO), the position is still in its infancy. As such, you may receive questions about how you better the
organization. The following is a list of benefits that an SMP provides senior management and an organization as a whole:
•

•

•
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Benefit #1: Taking a proactive approach to your organization’s future.
Your knowledge of strategic management enables your organization to adapt
proactively to a changing, global marketplace, and a turbulent business environment, increasing the probability of both the healthy, long-term viability of the
organization and job security for your executives, managers and employees.
Benefit #2: Building a stronger executive team and middle management.
You help your executive team learn to function as a highly effective team in
their own right, as well as in building and supporting the implementation of
the Strategic Plan. This modeling of cross-functional and horizontal teamwork
with middle management is key to successful implementation.
Benefit #3: Having an intensive executive development experience. Your expertise in strategic planning provides the best executive development and strategic
thinking processes a new or aspiring executive could ever have.
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•

•

•

•

•

•

•

Benefit #4: Making intelligent strategic budgeting decisions. Helping senior
management implement a Strategic Plan in an organization-wide systems
framework encourages organizational focus and priority-setting down through
all departments and divisions to determine precise or strategic budget cuts
during tough economic times.
Benefit #5: Clarifying and achieving your competitive advantage. Your
advanced level of strategic planning knowledge enables your organization to
stay ahead of the competition, even in the public sector, where outsourcing is
increasing if you are not competitive.
Benefit #6: Reducing conflict and empowering the organization. You can
motivate and empower employees, as well as reduce or focus conflict, by providing a clear sense of direction. As a system, all parts of your organization need
to work together and focus on the customer and positioning.
Benefit #7: Creating a critical mass for change. You are able to involve key
stakeholders in creating the organization’s future, rather than letting them be
overwhelmed by the uncertainties of change. Remember that people support
what they help create. This includes your board of directors.
Benefit #8: Simplifying the barrage of management techniques. Your knowledge
of systems thinking enables you, other senior executives, and employees alike to
make sense out of the confusion resulting from so many different ideas and solutions coming from the proliferation of management writers today. While many of
these writers are convinced that they are providing the best answers for you, some
of these answers are in conflict. Only an integrated Systems Thinking Approach®
pulls all of this together with clarity, simplicity and speed of execution.
Benefit #9: Focus, focus, focus. When everything your organization does
fits strategically within the same overall framework, employees are able to
continually focus on the desired outcomes and set their day-to-day priorities
accordingly. In today’s Internet society of limitless opportunities, this benefit is
tremendous if you can be disciplined enough to focus the entire organization.
Otherwise focus becomes a dirty five-letter word.
Benefit #10: Speeding up implementation. Your ability to clarify and simplify
strategic management within the systems framework will always speed up
the actual implementation of your core strategies. It becomes easier for you
to identify problem areas, focus on dealing with them, and then take action,
getting superior and sustainable results.

Questions to Ponder
•
•

In your opinion, what are your three greatest skills as an SMP?
How do you answer when asked what you do for the organization?
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2.5.2 Challenge Existing Assumptions
Task: Challenge existing assumptions and confront the logic of all involved, including
senior executives.
This section discusses a specific part of the facilitation process (see 2.5.1) that
involves ensuring strategic management is using logic and rationale when formulating
a Strategic Plan. As Niklaus Wirth said, “A good designer must rely on experience, on
precise, logic thinking; and on pedantic exactness. No magic will do.”
When creating a plan that will be in place for a number of years and potentially make
or cost the organization millions (or billions) of dollars, people can become emotional,
entrenched, illogical or biased in their desire to control the situation. Instead, senior
executives should be looking at the pros and cons logically instead of using emotion.
The stakes are simply too high to base decisions upon anything but rationale. This
doesn’t mean that members can’t passionately debate their positions, but their positions
need to be based on logic, rational and common sense.
Senior executives should be able to answer, “What is your logic for wanting this?”
with cold, hard facts and views. If they have trouble answering your question, they are
likely being motivated by things other than logic. When facilitating a debate among
senior executives, it is just as important that the logic behind their positions is made
as clear as the positions themselves. This is the only way to know if logic or emotion
is motivating the viewpoint. The entire organization benefits if senior executives are
open with their reasoning for decisions, because then the employees who have to carry
out these decisions can see and understand the logic in it.

Challenging Emotion
To ensure that the chief executive and senior executives are basing their opinions on
logic, you, as a facilitator, may have to challenge their assumptions, decisions, emotions
and apparent logic with great open-ended questions. This may sound like a terrifying
proposition to challenge the way your peers and superiors think. However, if done with
tact and grace, you will gain their trust and respect.
It is far better to challenge their thinking than to let them make billion-dollar decisions based on anything but logic or only using the criteria of WIIFM (What’s in it for
me?). Even if a senior executive appears to be using logic, be aware they may be using
fallacies that twist their thinking.

Logical Fallacies
A fallacy is a statement that looks logical on its surface; however, when you really
dissect these statements, they reveal themselves to be made up of erroneous logic. Here
are some of the more common logical fallacies:
• Slippery Slope: Making a claim something will happen due to a chain of
events that are not logically connected. Example: “We can’t raise the price of
this product to $50! If we do that, what will stop us from charging $100?”
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•

•

•

Appeal to Authority: Trying to win an argument by stating a famous or
important person also held this belief, even though the famous person wasn’t
an expert on the matter. Example: “Aliens exist because William Shatner says
they do. He would know because of his time on Star Trek.” (Note: Experts
lend weight to an argument. Thus a doctor’s opinion will be worth more than
an accountant if discussing a medical matter.)
Straw Man: Setting up a weak version of the opponent and easily defeating
him or her. Imagine setting up a scarecrow and then beating it in a wrestling
match. Not very impressive right? Example: “For capitalism to work successfully, everybody has to be obsessed with making money all the time.” This
overstates the importance of people’s desires for money in capitalism.
Bandwagon Logic: This states that because a lot of people are doing it, it must
be the right decision. This is bandwagon logic. Example: “Because Microsoft,
IBM and Apple have all done it, we have to too.” Actually, going against
prevailing wisdom often wins the game.

These are just a few examples of the more common fallacies you will encounter as
you facilitate. For further examples and discussion of fallacies, visit Purdue University’s
Online Writing Lab (owl.english.purdue.edu).

Questions to Ponder
•
•
•

What is your personal approach to confronting faulty logic?
Are you comfortable recognizing fallacies? How could you become
more comfortable?
How are you able to recognize that someone is reasoning with
emotion instead of logic?

N

otes and Actions
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2.5.3 Facilitate Conflict Management
Task: Facilitate conflict management in order to persevere through difficult discussions and chronic issues that have no easy answers.
When facilitating senior executive planning and change meetings, the real issue that
support staff struggle against is that, while being creative and brainstorming is easy,
innovation and implementation are not.
Innovation and implementation are usually conflict-ridden, because as soon as
something crosses from the realm of idea and possibility to the realm of reality, it
hits all the problems that exist: chronic organizational issues, WIIFM (What’s in it for
me?), different perspectives on how the future should play out, different educational
and industry backgrounds, etc. This list goes on and on to include individual cultural
definitions far beyond the usual gender, race and ethnic perspectives.
Conflicts between individuals can become intense at times, threatening to derail the
real, progressive elements of a conversation. You must be prepared to persevere through
difficult planning sessions until the conflicts are resolved.
Be hard on the issues, but soft on the people. You need to be hard on the issues by challenging senior management’s logic and assumptions (see 2.5.2) while refraining from
attacking people’s personalities or beliefs.
If in every meeting you facilitate, you create a culture and set of norms that allows
people to challenge things that appear to be biased, misinformed or emotional, you will
force senior management to think out their thoughts and desires before voicing them.
If someone does speak from a biased perspective, they should expect to be pressed to
explain to the entire group how their gut instinct is a valid way to plan for the future.
Remember, while you can challenge their ideas, you must do so in a respectful way.

Chronic Issues
While it may sound like a great idea to tackle and solve a chronic issue at the beginning
of a planning meeting, others may think otherwise. Chronic issues are long-lasting and
stubborn for a reason: they are very difficult to solve and have usually existed for a long time.
For example, I once facilitated a meeting between administrators of a school district.
The planning meeting went for four hours and the only thing debated was which word,
teaching or learning, better described their mission. This group spent four hours on
defining the relationship between two words! Why was it so hard? Because it was a
chronic issue that had many years of pressure and struggle built up behind it. And while
these two sides eventually agreed to definitions and roles for these words within their
school district, this was merely the first step! (Note: The final answer was learning, as
teaching is a means to this end.)
So if you do tackle a chronic issue, don’t expect to be able to solve it a half hour. It
will most likely be a long, trying process for everyone in the room, especially you, the
facilitator who is going to struggle to keep things productive and positive.
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A good rule of thumb to remember: be willing to schedule a single one-agenda
meeting to solve only one chronic problem. Sometimes, the meeting may need to be
a half day to a full day for a single issue.

Cracking the Shell
If you do hang in there, and the executives hang in there, as everyone struggles to find
the solution to a chronic issue, you will eventually “crack the nut.” This analogy refers
chronic issue as a “nut.” You can spend hours of planning meeting time hammering
away at its shell without any outward signs of progress and success. But if you hammer
away at it long enough, eventually the problem will “crack,” revealing the core of the
chronic issue so it can finally be solved.
This core can be worked with and molded into something far better and more
productive than the shell that you had to break through. This is the rewarding point
of the process, where after hours of little or no progress, you suddenly make a breakthrough in a short amount of time. But this point can only be reached if you and the
members of the meeting are willing to put in their time. If you quit early, the “shell”
of the problem will remain intact and you won’t be able to crack (or solve) it.

Questions to Ponder
•
•
•

What are your organization’s biggest chronic issues?
How do you keep your team motivated to continue working on a
chronic issue, even when it looks like they’re not making progress?
What do you do next once you “crack the nut”?

Notes and Actions
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2.5.4 Redefine Industry Boundaries
Task: Assist senior management with redefining industry boundaries if necessary,
including scenario planning or modeling to transform and create new market space.
I’ve already discussed the blurring of boundaries with examples such as iPads and
newspapers (see 2.1.4), but there are many more ways that boundaries are being
blurred. And as Brian Ferneyhough said, “The fewer boundaries that exist hindering
free movement between all forms of articulate human cognition, the better.”

Industry Boundaries
The easiest way to explain the blurring of industry boundaries is by looking at the
evolution of the cell phone industry. Originally these devices were restricted to the
functions of a traditional phone—calling and receiving calls. However, this seems
like a long time ago. Smart phones have replaced cell phones as the new, cutting edge
technology because of their ability to take photos, send e-mails, browse the Internet,
download apps, provide navigation, show videos, etc.
The evolution of the cell phone into the smart phone is directly related to its
increased functionality and the blurring of industries. For every function a smart phone
has gained, it blurred the traditional cell phone industry’s boundaries even more. For
instance, here is a list of specific functions that phones gained (the industry that blurred
with the cell phone industry is listed in parentheses):
• Cameras (Photography): Adding the ability to take photos meant that cell phone
manufactures suddenly had to become experts in producing inexpensive, durable
cameras, a specialization that traditionally belonged to the photography industry.
• Memory (Computer Memory): With the ability to take photos, add songs and
download applications, cell phones needed more memory in a small package.
• Apps and Games (Software Development): With more memory and better
processors, software developers around the world suddenly had a new platform
for which to design programs.
• Music Players (Electronic Music Distribution): The ability to play music
on a phone brought both the software and infrastructures of the competing
electronic music distribution companies.
• GPS (Navigation): The inclusion of GPS trackers in smart phones allowed for
people to locate themselves on maps and get directions to locations.
• Operating Systems (Computers): Because of all the software functions listed
above, smart phones are essentially tiny computers that double as cell phones. A
computer needs an operating system such as Microsoft Windows to provide a
framework for every other program. Similarly, phone manufactures had to develop
operating systems for their phones.
If you look in your own situation, you will recognize more industries blurring. If you look
harder, you will see opportunities and threats for your own organization in that blurring.
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Traditional National Expertise
The traditional roles that countries play in the business world are blurring as well.
For example, China is seen as the manufacturing center of the world, but for how long?
Their manufacturing costs are beginning to rise, opening the door for other countries to
be just as competitive. Even now Vietnam, Indonesia, Mexico and India are pursuing
greater shares of manufacturing work. Over time, China will be facing competition
where none existed before. What does this mean for organizations world-wide?
It means that if you want to have a product produced, you no longer have one clearcut answer for the lowest production costs. Now you have to shop around—both with
companies in the same country, and from country to country—to ensure that you are
receiving the highest quality goods for the lowest amount of money.
This is why you have to perform What if? and scenario planning. Your organization
must be flexible and prepared to take advantage of the blurring boundaries whether
they are industry-wide or on a national scale.

Q

uestions to Ponder
•
•
•

What industries do you see blending with yours?
How could your organization take advantage of this blending?
What countries are becoming players in the production chain that
might be of value to your organization?

Notes and Actions
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2.5.5 Identify Unintended Consequences
Task: Assist senior executives in identifying the unintended consequences within every
strategic discussion in the complexity of today’s world.
Strategic thinking is such a powerful tool because it provides you a way to see all
the consequences of your decisions and actions, not just some of them. The world
is complex and interlinked to the point that you need to see all the consequences or
you will cause trouble in ways that you can’t imagine. As Larry King said, “If you do
something, expect consequences.”
This is what we call the Rubik’s Cube Effect. It states that if you work on only one side
the puzzle so that it is all one color, the other remaining sides will be just as jumbled
as when you started (if not more so). You have to pay attention to all the sides all the
time to truly make progress. Otherwise, you solve one problem by creating several
problems that you hadn’t intended.

The Law of Unintended Consequences
Unintended consequences exist because people don’t know to expect them or how to
predict what they might be. Sometimes these consequences can be beneficial—for example,
Alexander Fleming’s discovery of penicillin when he left some dishes of bacteria open and
went on vacation—but the vast majority of the time these consequences are negative in
nature, like the gangsters that came to power during Prohibition. Regardless, you don’t
want to be surprised by any of the consequences, good or bad, of any of your decisions.
So how do you look for unintended consequences if you don’t know where they’re
going to be or what form they’re going to take? You use the Parallel Involvement
Process and involve key stakeholders up front (see 1.3.1). By involving people from
other departments, areas, specializations, etc. in your decision-making process, you
have many people all looking at the same decision from different perspectives and
experiences. They will be able to use their unique knowledge to inform you of consequences that you wouldn’t have known to expect otherwise.
This is why you should run a draft decision or plan by key stakeholders before you
revise or finalize it. Any plan is infinitely easier to amend before implementation than
afterwards. The bonus is that skeptics become supporters and implementation is easier
and faster as a result. So always ask: “Who else should we involve?”

Using a Blank Sheet
Because of unintended consequences, it is sometimes beneficial for you to instruct
senior executives to start with a blank sheet of paper when they are tackling a problem or
planning strategically. The reason is that if you allow them to build upon preexisting
structures and policies, chances are they will simply make things more complex rather
than simplifying them by focusing first on the desired outcomes.
Instead, it’s often best to start strategic planning without any predefined notions and
create a new plan from scratch. This allows senior management to begin with taking a
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fresh look first at their vision, what they want the organization to look like in 5, 10 or 20
years. Then and only then can you look at your former plans. This allows them to think
backwards from the future to today and thus create a plan to bridge the gap between the two.

Examples of Unintended Consequences
The Haines Centre has identified more than 40 different kinds of unintended
consequences. (Note: This list includes the work of Barry Oshry and Peter Senge.)
Here are some examples:
• Accidental Adversaries: Two entities want to cooperate, but each sees the
other as a competitor for resources, results and prestige in their marketplace.
• Multiple Goals Missing: There are multiple goals in all situations, but this
fact is ignored by many who have a focus on only on their own goals and not
those of others. Multiple goals are the natural way the world works.
• Resistance to Change: When employees do not know WIIFM (What’s in it
for me”?), they naturally resist change for logical reasons. The harder you push,
the harder they push back.
• Low Feedback: Many people avoid feedback like it is the plague instead of
seeing it as a gift and a key contributor to excellence. Skeptics are my best friends
is a superb value for leaders to adopt.
• Cause-and-Effect Blinders: Taking a narrow or shallow view of the short
term issue often causes us to continue dealing with symptoms, remaining blind
to the reality and deeper root causes of the situation. The result is that the issue
does not get solved and the cure is often worse than the disease.
• Under-investing in Infrastructure: Ignoring the need for infrastructure
required to change and grow is common because the need is hidden below the
surface, like an iceberg. This is dangerous and causes loss of efficiencies and
extra cost for the organization.
• Shifting the Burden: Good performers are often asked to take on the responsibilities of others. This can become permanent on the organization chart, resulting in
an overload for these individuals, and imbalance and unfairness in the organization.
• Line Employees are Disregarded: The sense that top- or middle-management
ought to be fixing things, but are not.
For more information on unintended consequences, see “The Law of Unintended
Consequences,” available at systemsthinkingpress.com.

Questions to Ponder
•
•
•

What unintended consequence(s) caused trouble in your life?
How would you implement a blank-sheet policy with your senior
management?
How could you better identify potential unintended consequences?
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2.5.6 Provide a Systemic Approach to Systems Thinking
Task: Provide a systemic approach to strategic thinking during future environmental
scanning and clarify the desired outcomes before moving forward with any analysis,
problem-solving or decision-making.
Many efforts at strategic planning fail to achieve their intended results. In today’s
dynamic and confusing global environment, leaders of all types need to become and
remain strategic thinkers on a daily basis for successful change and business growth.
It is not enough to build a Strategic Plan or have a long-term vision—or, conversely,
to just give up and muddle through the complexities that surround the organization
and hope for success.
A disciplined way to think, plan, act—then rethink and re-plan all over again—on
a daily basis is needed to grow your business. It is also needed to grow your career as
a leader and Chief Strategy Officer (CSO).
Planning and change management are the primary jobs of leaders today, and strategic
thinking is the way to do this. The CSO is the staff support leader as well as advisor
and facilitator to the chief executive and senior management.
The lament on many executives lips these days is, “We need more strategic thinking
and strategic thinkers.” This is where you come in. As a CSO, you are there to be a
resource to teach your organization’s management how to think strategically.

Systemic Strategic Thinking
First, let’s define the terms systemic and systematic, as these words are often confused.
Systematic means having a plan or an organized sequential checklist. This may be
developing bullet points. While this is a good, solid first step to helping others think
strategically, it isn’t the best, most holistic way to think strategically.
Systemic means affecting a body as a whole. It is taking the Helicopter View, a
higher and more holistic perspective of the entire living system (individual, team and
organization) in its environment. This is a better description for how you want to
approach teaching systems thinking in your organization because it should pervade all
aspects of organizational thought and decision-making. A systemic perspective should
be involved in your environmental scanning and in clarifying your desired outcomes,
marketplace positioning, vision, mission, values and problem-solving. It should cascade
down and across the entire organization.
Whereas systematic thinking is organized and linear, systemic thinking is more
strategic, integrated and holistic. These qualities are required if your organization is
going to continue to be successful into the future.
A systemic approach to systems thinking provides the greatest chance for consensus
as you and the executives discuss the Strategic Plan and its execution. This allows
you to focus on the vision, chronic problems and environmental changes that face the
organization.
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Questions to Ponder
•
•
•

If your organization doesn’t already have a systemic strategic thinking culture, how could you create one?
What are the benefits of taking a systemic view rather than just a
systematic approach to strategic thinking?
What advantages will an organization that engages in systems
thinking have over one that doesn’t?

Notes and Actions
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2.5.7 Teach Strategic Thinking
Task: Teach the senior management first, the rest of management second, and the
entire workforce third in thinking strategically as a better way to be strategic on a
daily, weekly, monthly and yearly basis.
The benefits of systems thinking can be seen when directly compared to analytic
thinking. Whereas analytic thinking offers destructive, piecemeal solutions, systems
thinking offers holistic, integrated solutions that take into account the weekly, monthly,
yearly and multi-year goals of the organization.
Before you can teach senior executives how to think strategically, you have to identify
which ones are thinking analytically. Here are ten hints that you are in the presence
of an analytic thinker:
1. Discussions are activity-oriented, and lack clear purposes or outcomes.
2. People are asking or debating artificial either/or questions.
3. Discussions are about the “one best way” to do something without asking those
closest to the issue for their solutions (people support what they help create).
4. Discussions are focused on a direct cause and effect without considering circular
ABCs causality or environmental factors.
5. Simplistic, knee-jerk solutions and quick fixes that fail are being suggested
without digging for the multiple root causes.
6. Issues and projects are separated into silo discussions instead of looking at how
they relate, impact, and integrate with other people and parts of the organization.
7. An early project activity is an assessment of the situation (SWOT) instead of
first starting with a Future Environmental Scan and desired outcomes.
8. Decisions are being made without first exploring their unintended consequences.
9. Feedback and openness are being sacrificed in the name of politeness and fragile
ego. The fact that skeptics are my best friends is ignored, despite its obvious value
for preventing unintended consequences.
10. The complexity of the discussions, terminology and solutions are such that they
will die of their own weight.
Once you’ve identified the analytic thinkers, you can begin to train them to become
better strategic thinkers in your particular culture and industry. Often, this change
does not come easily to people in Western society. Systems thinking is more natural
in Asian cultures, where they have developed more holistic thought processes within
their cultures over thousands of years.
It is difficult for some people to mentally jump into the Helicopter View and think
more broadly, strategically, futuristically and customer-oriented, etc. Those who
don’t know how to think strategically may think this is something difficult to do. But
with the proper guidance and our ABCs framework (see Introduction), it is simple.
Following are some tips and techniques to help each level of the organization learn to
think strategically.
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Senior Management
I’ve discovered that out of the whole senior management team, usually only two
or three people naturally think strategically. It’s almost always less than half of the
people making the important organizational decisions on direction, positioning and
goals. These are the first people you want to get to think strategically, since they are
the most important decision makers in the organization.
The best way to teach them is to have them live it. This means giving them a crash
course on strategic thinking basics, and then implementing it immediately as part
of the strategic planning and change process. Make them use it in discussions and
decisions, even if they aren’t used to it. The more they use it, the faster they’ll learn.
The faster they learn, the better it will be for the organization. Reinforcement and
consistency are key.
Periodically you need to receive feedback from them about their questions, successes
and frustrations with strategic thinking. That way you can provide one-on-one instruction and help where needed.

Middle Management
Once you have senior management more comfortable with thinking strategically,
you can move onto educating middle management. The best way to teach them is to
use the Parallel Involvement Process (see 1.3.1). This way they can learn by observing
and giving feedback to their superiors on the Strategic Plan. Also, they can offer their
feedback and insight on the issues that senior management is debating to ensure that all
the consequences for a decision are accounted for. This also allows middle management
to learn by doing, although they won’t be making the final decisions.
Although their training won’t be the same as senior management’s, middle management can still learn quickly as they get a feel for what is expected of them and how
they can use strategic thinking for their own jobs. The exposure to the Helicopter View
of the total organization in a systemic light is often an eye-opening experience.
By being involved in the Parallel Involvement Process, middle management will
see that senior management’s decisions are not being made arbitrarily. This kind of
involvement will expose them to the logic of systems and holistic thinking.

The Employees
After management, all employees should be exposed to strategic thinking training
over time, starting with the senior professionals and informal leaders first. This training
would be made up of traditional, large-group sessions that are often utilized by human
resources and organizational development professionals.
The easiest way to teach systems thinking to large groups of people is to have them
apply systems thinking to their own lives outside of work, then to their professional
projects, then to their department and lastly the organization as a whole. A strategic
life planning process (see 1.1.1) and WIIFM (What’s in it for me?) is the very best way
to learn the ABCs of Systems Thinking.
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Recap: Strategic Thinking Processes (2.5 SMP)
SPP candidates should understand seven tasks associated with strategic thinking processes:
2.5.1 Conduct Strategic Deliberations: Although your field is in its infancy, you still
hold great worth for your organization. You supply a multitude of benefits with
your strategic planning and facilitation abilities.
2.5.2 Challenge Existing Assumptions: The decisions that senior management
makes could ensure stability or ruin the organization. Because these decisions
carry such weight, you need ensure all logic is sound.
2.5.3 Facilitate Conflict Management: Chronic issues remain chronic issues because
they are hard to deal with and seemingly impossible to solve. When tackling
one, you must keep your team focused and striving to make progress, even when
that progress is difficult to see.
2.5.4 Redefine Industry Boundaries: The traditional boundaries of industries, countries and expertise are blurring. Understand what your industry’s boundaries are
to see opportunities for growth.
2.5.5 Identify Unintended Consequences: Your strategic thinking knowledge helps
you identify all the consequences of a decision. As such, you can avoid unintended consequences that cause trouble and lead to piecemeal solutions.
2.5.6 Provide a Systemic Approach to Systems Thinking: A systemic approach is
integrated and holistic. It allows for strategic thinking to be used to the greatest
benefit of the organization.
2.5.7 Teach Strategic Thinking: The easiest way to reach a systemic, strategicthinking culture is to train all employees on strategic thinking. The first people
to be exposed would be senior management, then middle management, then the
rest of the employees.
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Think Infrastructures (2.3 SPP)
Problems created by our current level of thinking
can’t be solved by that same level of thinking.

–Albert Einstein

T

o become an effective leader or to pass the SPP exam, each candidate should
know and understand how to accomplish four tasks:

2.3.1 Provide the necessary and specific holistic strategic thinking framework to ensure
better strategic decision-making.
2.3.2 Provide the needed strategic thinking infrastructure to keep it separate from the
day-to-day tactical and pressured world of business.
2.3.3 Organize meetings with a single agenda on difficult and chronic strategic issues
affecting the organization.
2.3.4 Involve a broader array of middle management and others in the strategic thinking
process as a learning experience while ensuring there is no “dumbing down” result.

Note: These tasks were taken from ASP’s standards and Body of Knowledge (BOK).
Key words are italicized for easy reference. The chapters are arranged according to
content, processes and infrastructures (see Introduction for details). For more information,
see the BOK on ASP’s website, strategyplus.org.
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2.3.1 Provide a Strategic Thinking Framework
Task: Provide the necessary and specific holistic strategic thinking framework to ensure
better strategic decision-making.
A common definition of insanity is “doing the same things in the same way and
expecting different results.” If you do something exactly the same, the outcome won’t
be any different from the first time. Yet people continually use the same destructive,
analytic insanity to make their decisions. If you use analytic thinking, the outcome will
always be some consequences that you didn’t intend.
If we look at the reductionist, analytic, mechanistic and sequential thinking that
helped create society’s and organizations’ current fragmentation, separation and alienation, we realize we need an entirely new way of thinking to improve or solve today’s
intractable problems. It’s a higher-level thinking or taking the Helicopter View of life.
Systems thinking is a Helicopter View of the world that follows the elegantly simple
logic of first asking yourself where you want to end up—your outputs, purposes, goals,
vision, mission, etc.—so that you know exactly how you need to alter your current path
to get there. In effect, system thinking causes to work backwards from where you want
to be to where you are now, bridging the gap between the two with a more innovative,
sustainable set of solutions. This results in a common-sense reality check of whether
you are really doing what you need to in order to reach the desired outcomes in your
life and your organization.
For more on strategic and systems thinking, visit systemsthinkingpress.com or globalast.org.

Holistic Thinking
While I am biased, I believe the best, most universal framework and guide in the world
today is systems thinking. The Systems Thinking Approach® and our ABCs model (see
Introduction) is the core technology that allows you to address organizational and personal
needs in a holistic way. With the ABCs of Systems Thinking, you are able to be:
•

•

•

•
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Simple: The ABCs takes 10 minutes to learn, 20 minutes to put into practice
and 30 minutes to master. With such a shallow learning curve, you can be
almost as effective with it today as you will be with it in three years.
Concise yet Comprehensive: The ABCs make you narrow down your desires for
the future by linking them back to your present moment. Will you be able to work
on all of your desires concurrently or will you need to prioritize them?
Holistic: Systems thinking requires you to approach problems from many
different angles. You will find that the different areas of your life are intertwined to the point that they are inseparable. You can’t address one area of
your life or work without affecting or addressing all of them.
Creative and Innovative: It allows you to use divergent (creative) thought, but
also helps harness the potential of your thoughts by helping you use convergent
(innovative) thought.
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In academia, systems thinking is sometimes confused with critical thinking. However,
systems thinking more clearly demonstrates that every part of your life—and the world
at large—is made of up intertwined human and social systems.
Systems thinking ensures better strategic decision-making by focusing first on phases
E, A, and B as strategic thinking (see Figure 0.8 in Introduction). As Stephen Covey
said, “Begin with the end in mind.” You must start by knowing what it is you’re trying
to achieve. It is pointless to spend your energy unless you know what you’re spending
that energy for. This holds true for both your organization and your personal life, as
both would be equally direction-less without goals.
Phase B is where you design a way to measure how successful you are at reaching your
goals. How can you know if you’ve achieved them if you don’t have a measurement?
How do you know how much further you have to go unless you have a tangible way
of collecting data that reveals how far along you are in the process?
Strategic thinking is then about closing the gap between your Ideal Future Vision
(Phase A) and your current state (Phase C). You can’t do this the other way around
by starting with today and working toward the future, because there are no desired
outcomes pursue and far too many ways to get distracted and lost.

Q

uestions to Ponder
•
•
•

Do you expect all the effects of your actions? If you don’t, how
could you fix this?
If you have a current system of thinking, how does it compare to
the simplicity systems thinking?
Where do you want to be in five years? What is the best path to
achieve this?

Notes and Actions
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2.3.2 Provide Strategic Thinking Infrastructure
Task: Provide the needed strategic thinking infrastructure to keep it separate from
the day-to-day tactical and pressured world of business.
The Iceberg Theory of Change is the reality of the world with its content, processes
and structures (see Introduction). One structure that is the toughest to change as it is
a mental and behavioral guide is the locked in nature of culture. Building the rest of
the right infrastructures to support the organizational and cultural change is the rest
of this structural component of reality.
When people think of an organization’s structure, they often think of the organizational
chart. It shows the layout of divisions and lines of responsibilities that encompass the entire
organization, from the chief executive all the way down to the newest intern. Because
the organizational chart is the bedrock for the daily operations of the organization, it is
often one of the hardest things to change. The organizational chart resists change as it
is designed to be lean and mean in support of today’s competitive marketplace.
Why is it so hard to change? An organizational chart is created to be as efficient as
possible, and any change to it will cause a loss in efficiency. In addition, no one in the
organization has the time or resources to make the change happen, as they are usually
focused on the day-to-day issues.
This is why you need change infrastructures to build a change management foundation for who will be leading the strategic changes, where the resources will come from,
and what steps need to be taken to move the organization from its current state to your
desired outcomes. Each change structure will be individualized to that organization.
Change structures are the most powerful change methods there are, but they are usually
the least focused upon and often ignored to an organization’s peril. Change structures
are the context within which the change processes work or fail.

Create Separation
Despite what the organizational structure of your organization looks like, one thing must
remain constant for all change infrastructures: they must be created so that the change
processes and tasks are separately managed from the day-to-day tactical, pressurized world.
This is important because if you create a meeting with two agendas—one for decisions
that need immediate action and the other for strategic planning and change—the issues
that need immediate attention will win out every time. This will cause the strategic
planning and change to be repeatedly placed on the back burner. And while strategic
planning execution requires dedication and persistence, it needs constant attention to
achieve progress, change and sustainable results.
Therefore, you must reverse your thinking about these issues. If you are faced with
a decision about which to discuss first—a day-to-day issue or strategic planning and
change—you must pick the strategic planning and change. It is more vital to the
organization’s long-term success.
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Since strategic planning and change may not seem as pressing as other more tangible,
daily operations, it must be given its own space and time. You can either make it the
top priority at any meeting or plan single-agenda meetings (see 2.3.3) to ensure it
constantly moves forward.

Questions to Ponder
•
•

What are the best ways to change your organizational chart? What
resources could you focus this change?
Why is it so important to discuss strategic thinking first and dayto-day issues second?

N

otes and Actions
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2.3.3 Organize Meetings with a Single Agenda
Task: Organize meetings with a single agenda on difficult and chronic strategic issues
affecting the organization.
Every organization has chronic problems that have plagued them for a long time
(see 2.5.3). These chronic issues could stem from any department, history, relationship,
cultural force or business plan. They can be as simple as the way in which employees
request time off or as complex as coordinating organization-wide communications.
These problems are the natural result of complex, piecemeal solutions to problems along
with their historical and political dynamics and pressures. An analytic solution may seem to
fix the problem for one department, but that same solution may cause multiple problems
for other departments and processes. In short, analytic problem-solving often causes other
unforeseen problems that, in turn, get their own quick fix or Band-Aid. This is the Law
of Unintended Consequences at work (see 2.5.5). If you logically play this out, the more
quick fixes you slap on to problems, the more problems you create!
Regardless of what the issues are, they are the cause of both headaches and loss of
productivity for employees. The sooner that these lingering, chronic issues are resolved once
and for all, the faster your organization can be that much more efficient and successful.
What is the best way to work through these problems? Single-agenda.

The Benefits of One Agenda
If you focus a large percentage of management’s attention toward one chronic issue at
a time, they can usually solve each one, even if it has existed over a long period of time.
While this may hinder the organization’s efficiency over the short-term, it will solve
the problems and allow the organization to move forward more effectively over the
long-term. The meeting may be for a half day, a whole day or several days. The length
must be substantial enough to adequately address the chronic issues so that the solutions are well thought-out, discussed and decided. How do you go about organizing a
one-agenda meeting for the explicit purpose of solving a chronic problem?
As an example, the Haines Centre worked with the city employees of Henderson,
Nevada, to solve their chronic problems. There were 50 city employees that participated,
plus the city manager and senior staff. These employees were organized into 10 teams of
five, and each team resolved one chronic issue a day in a large-group session of all 10 teams.
This gave the participants plenty of time to research, explain, discuss, argue, formulate and
revise their plans to solve their issue. At the end of the day, each team presented on their
solution using the ABCs of Systems Thinking to senior management.
On days two and three, this was replicated by 50 new employees in 10 new teams
each day. That means within the span of three days, the city of Henderson solved 30
large, chronic issues. While your one-agenda meeting doesn’t need to be this extreme,
imagine how much more effective your organization would be if you could come up
with solutions to clean up nearly 30 issues in less than a week.
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A Smaller Single-Agenda Meeting
A smaller, one-agenda meeting may be just as potent, but on a less grand scale. To
go this route you will identify one chronic problem that needs to be resolved, and invite
six to nine people who will be key in solving it.
While the meeting may last for only two hours—instead of an entire day as described
in the previous example—the group can meet several times to eventually find a solution.
The key is that the meetings are focused on that one issue and that one issue only.

Implementation
As powerful as single-agenda meetings can be when attacking large problems, if the
solutions aren’t implemented, the organization has wasted its time.
It is management’s responsibility to make sure that these solutions are implemented
in a timely manner so that the employees can see that their hard work has an impact
on their work environment. The Strategic Management Office (SMO) and its Chief
Strategy Officer (CSO) should be the catalyst for this.

Q

uestions to Ponder
•
•
•

How many chronic issues does your organization currently face?
Would a large or small single-agenda meeting be better for your
organization? Why?
How can you ensure that the solutions proposed in a single-agenda
meeting are implemented?

Notes and Actions
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2.3.4 Involve Middle Management
Task: Involve a broader array of middle management and others in the strategic thinking
process as a learning experience while ensuring there is no “dumbing down” result.
Most of the time middle managers and high-level professionals are good at tactics,
day-to-day problems and solutions, and the tactical world. However, they are often
not apt at strategic thinking. As discussed in 1.4.6, it helps you as a strategic planner
if other employees in your organization know how to think strategically themselves.
So how do you help them grow their strategic thinking abilities?

The Parallel Involvement Process
The Haines Centre’s Parallel Involvement Process is the surest way to instill strategic
thinking skills in a large group. Remember, that adults learn best by doing, so the best
way to teach them is to involve them with a strategic planning problem that you’re
facilitating with senior management. Because employees have a desire to be included
in decision-making, you can involve middle management by allowing them to give
feedback to senior management.
While senior management should carefully pick and choose what information they use
in making their decisions, you may be surprised by some middle management solutions. It
is often helpful to explicitly state the guarantee and limitation (see 1.3.1) at the beginning
of this process so that everyone is on the same page from the start. Remember, your role is
to be the guide for this process. Senior management makes the decisions.

A Learning Timeline
Some members of middle management may surprise you with the ease at which they
are able to pick up strategic thinking, but usually it takes a period of two to three years
to really allow everyone to grasp the ideas of strategic thinking.
Don’t let naysayers derail this process. The first year is usually full of mixed results.
Some people may not get it at all or not see the value in strategic thinking. While
some may show promise, others will show disinterest or frustration. This is natural
when learning any new ability.
The second year shows improvement, but the third year is usually when you can really
see that middle managers are beginning to get a handle on strategic thinking. I have had
many people come up to me after even the first year and express excitement and drive to
learn more. Be prepared to field questions for enthusiastic learners and have some strategic
thinking materials on hand for those who want to push their knowledge further.

Who First?
In an ideal world, you would teach every member of your entire organization how to
think strategically, but in many cases, this isn’t realistic. The best people to start with are
those making the major decisions for the organization. These are the high-level executives,
then the middle managers, first-line supervisors and senior-level professionals. Once they
have a firm grasp on strategic thinking, you can branch out to all other employees.
190

Chapter 10: Think Infrastructures (2.3 spp)

Q

uestions to Ponder
•
•
•

Why is it important that as many people know strategic thinking
as possible?
How can you expedite the learning curve for those that you include
in the Parallel Involvement Process?
What added learning materials could you bring to training sessions?

Notes and Actions
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Recap: Think Infrastructures (2.3 SPP)
SPP candidates should understand four tasks associated with think infrastructures:
2.3.1 Provide a Strategic Thinking Framework: Ensure that you are fully knowledgeable
about strategic thinking and the ABCs of Systems Thinking, especially Phases E,
A and B.
2.3.2 Provide Strategic Thinking Infrastructure: This is the infrastructure that will
help implement the strategic change. This must be sound or the strategic change
will be neglected because of pressing day-to-day matters.
2.3.3 Organize Meetings with a Single Agenda: Single agenda meetings allow for a
large amount of energy to be focused on one problem, solving it faster than if a
smaller amount of people worked on it.
2.3.4 Involve Middle Management: Train upper- and middle-management to think
strategically. This will help them to make better decisions by using the strategic
thinking framework.
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Strategic Thinking Infrastructures
(2.6 SMP)
Swim upstream. Do the opposite of everyone else.

–Sam Walton

T

o become an effective leader or to pass the SMP exam, each candidate should
know and understand how to accomplish two tasks:

2.6.1 Design a Strategy Management Office to guide the strategic thinking, strategic
planning and strategic implementation processes.
2.6.2 Design a strategic management system and yearly cycle as a way to run the business
day-to-day, week-to-week, month-to-month and year-to-year while thinking
dynamically and staying tuned to the frequencies of the business.

Note: These tasks were taken from ASP’s standards and Body of Knowledge (BOK).
Key words are italicized for easy reference. The chapters are arranged according to
content, processes and infrastructures (see Introduction for details). For more information,
see the BOK on ASP’s website, strategyplus.org.
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2.6.1 Design a Strategy Management Office
Task: Design a Strategy Management Office to guide the strategic thinking, strategic
planning and strategic implementation processes.
This chapter focuses on the specifics of designing your own Strategic Management
Office (SMO). To successfully design your own SMO, you need to know:
1. The roles for which the chief executive, senior management and first-line management
are responsible. What do they do on a daily basis? What should they do?
2. How your own position and department fit into the organization as a whole. What
should you and your staff be responsible for on a daily basis? Do you fulfill these
tasks consistently and reliably?
Once you are clear on these roles and responsibilities, you can start developing your
own department in a holistic and high-performing fashion. Your department roles
should take into account not just what you think the SMO should do, but also focus
on the needs of the entire organization.

Responsibilities
What exactly should the SMO do? While its role may vary depending upon the
mission and design of the organization, there are some very fundamental roles that
every SMO should offer:
• Facilitation for strategic meetings organization-wide
• Conflict resolution skills and service
• Strategic thinking knowledge on strategic issues and resources
• Strategic planning knowledge processes, structures and resources
• Strategic change knowledge processes, structures and resources
• Strategic management knowledge, structures and resources
• Integrated organization-wide communication knowledge and resources
Because of the wide range of responsibilities for which the SMO is responsible, you
need to be able to practice the strategic planning you preach. In short, you need to be
able to manage, facilitate and lead your own department in addition to assisting senior
management in managing and leading the entire organization.
You will be responsible not just for designing and leading your department, but
also—if you belong to a large enough organization—creating and managing your own
Three-Year Business Plan that fits into the SBUs (Strategic Business Units), LOBs
(Lines of Business), and MFAs (Major Functional Areas). If your organization is in
government you will also have MPAs (Major Program Areas).
The organization’s strategic goals should cascade down into the departments or
divisions annual budget and change plans.

Questions to Consider
•
•
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What will your staff be responsible for?
How many staff members will you need to fulfill these responsibilities?
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•
•

Who else would participate in the support staff cadre you will be setting up?
Which members of the other support departments (Human Resources,
Organizational Development, Communications, Budgeting, etc.) would be
best suited for the cadre?

Your goal when designing the SMO is the same goal as when you assist senior
management with strategic planning: to ensure that each member fits into the department seamlessly, and that your department fits into the organization seamlessly.
Additionally, you need to make sure that everyone within the organization understands
how the SMO fits onto the organization and why this design works.

Conflicts of Interest
There are many variables of structure and design that can trap you into betraying
confidential information. Therefore, you have to be aware of the levels of trust and
confidentiality that develop as you design the SMO. You need know these as you create
your department so you can avoid them.
Let’s say that your client is the chief executive, but you’re also working for a vice
president who works for the chief executive. When you work for the vice president, you
discover a problem that the chief executive doesn’t know, but should. This situation
develops into a conflict of interest.
What do you do? Help the vice president fix the problem without the chief executive’s
knowledge? This risks your credibility with the chief executive. Or do you tell the chief
executive and ruin the vice president’s trust in you? If this situation seems like it doesn’t
have a right answer, that’s because it doesn’t. You can’t let yourself be put into this situation.
You, as SMO department head and Chief Strategy Officer (CSO), should report
directly to the chief executive and only to the chief executive as a proven best practices
approach. This begs the question: If you can’t help the vice presidents with strategy and
facilitation, who should? The answer is members of the SMO should help members
of the organization who are at the same level as they are.
If a vice president shares information in confidence with a SMO employee and the
chief executive shares information with the CSO, it eliminates any risk of triangulation
or conflicts of interest. You can act with the best interests of the chief executive in mind
and your employee can act with the best interests of the vice president, thus ensuring
that everyone remains ethical and credible.

Q

uestions to Ponder
•
•
•

What specific responsibilities should your SMO take on?
Do you have answers for all the “Questions to Consider?” If you
don’t, how could you find them?
How can you position your SMO to avoid conflicts of interest
within the organization?
195

Standards of the Strategic Planning Field: Volume I

2.6.2 Design a Yearly Strategic Management System and Cycle
Task: Design a strategic management system and yearly cycle as a way to run the business day-to-day, week-to-week, month-to-month and year-to-year while thinking
dynamically and staying tuned to the frequencies of the business.
The ultimate design question is: How will this organization run itself in today’s
dynamic environment?
This section is a conglomeration of this entire volume. It brings together many
different ideas and strategies previously mentioned and ties them together in a comprehensive Strategic Management System and Yearly Cycle.
For an organization to thrive in today’s dynamic, competitive environment, everything has to fit together in a watertight and airtight way. Every component needs to
fit together to form a Yearly Strategic Management Cycle (see Figure 11.1), based on
the ABCs of Systems Thinking.
Figure 11.1 shows that you can’t view any of your actions or projects as one-time
events. Whether it is something as day-to-day as facilitating or resolving conflict, or
something as rare as helping senior management create a mission or vision, you see
that these events are cyclical. They will happen again or need to be updated, and you
must be prepared for this.
Every ABC phase of the Yearly Strategic Management Cycle is intimately linked
with the phase before and after it. This means that every element of an organization
should work together within a synergistic Strategic Management System, as the
management and employees strive to meet goals on a daily, monthly and yearly basis.
But to reach this level of synergy and alignment, you must design the system to be both
efficient, effective and integrated.
Effectiveness will help your organization reach and maintain its marketplace positioning, whatever this positioning may be—low cost, customer service, quality, ease
of doing business, etc. But any deviation from this positioning, and your organization
will lose the very effectiveness it’s trying to build. Therefore, it is vital for you to know
the marketplace positioning for which you are aiming before designing the Strategic
Management System and Yearly Cycle.

Customer Value
Customer value doesn’t happen by accident. It is the product of a combination of
values and goals that put the customer first. For example, delivery doesn’t matter if
your customer service is so poor that the customer has problems ordering the product
or service in the first place. Or your quality doesn’t matter if the price is too high to
be competitive.
Phase E from the Yearly Management Cycle (Figure 11.1) is still a large factor.
Why? Because it keeps your organization abreast of changes in the environment. Phase
E should involve creating teams of six people for each letter of SKEPTIC. This means
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Figure 11.1 Yearly Strategic Management Cycle
that you have six people times eight areas for a total of 48 change agents. Each team
will submit a one-page report every three or four months simultaneously to the Change
Leadership Team (CLT).
These will be the people that ensure that the Strategic Plan created by senior
management will stay on target by being continually updated to the frequencies of the
marketplace.
And these changing frequencies do not need to be as big as Hurricane Katrina or
the Gulf Coast oil spill. These teams should be quickly picking up on the changes that
may have a substantial impact on your organization in the future, such as a substitute
entering your marketplace, a new technological advancement or even rising prices in
the supply chain.
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Order of Events
If you are feeling overwhelmed or confused about the large amount of information
and responsibilities included in this volume, here is a brief step-by-step list in the order
of when you need to tackle these tasks. However, be aware that this is just a generic
outline and that the needs of your organization may require that you tailor it by adding,
removing or altering steps.
Smart Start:
1. Create your responsibilities and roles.
2. Design the Strategic Management Office (SMO).
Phase E
3. Help senior management think strategically about the environment and what
your organization is trying to achieve with its marketplace positioning.
Phases A, B and C
4. Create the Strategic Plan.
5. Cascade the Strategic Plan down to Three-Year Business Plans, annual plans
and budgets.
Phase D
6. Execute the Strategic Plan and ensure it stays focused through the monthly
Change Leadership Team (CLT), lead by the chief executive.
7. Create adjustments, measurements, plans, priorities, tracking, etc. to the
Strategic Plan monthly and quarterly according to data received about the
marketplace and organizational environment.
Once you’ve reached the end of this list, you may find that you need to head back
to an earlier step and start from there (as discussed at the beginning of this section).
For instance, once your organization has reached its strategic goals and Key Success
Measures (which is quite an achievement considering these should be audacious and
take years of dedication to reach) then you need to go back and help senior management
pick additional goals and measures.

Questions to Ponder
•
•
•

198

How does SKEPTIC tie into customer value?
What additional steps does your organization require that you take
when creating a Strategic Management System?
How can your organization tailor the order of events to meet its
personal needs?
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otes and Actions
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Recap: Strategic Thinking Infrastructures
(2.6 SMP)
SMP candidates should understand two tasks associated with strategic thinking infrastructures:
2.6.1 Design a Strategy Management Office: Because strategic management is a
relatively new field, you may have to design your own SMO. Make certain that
it meets the needs of your organization.
2.6.2 Design a Yearly Strategic Management System and Cycle: None of your
responsibilities or actions are one-time things. Be prepared to repeat them at
some point in the future.
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Summary and Integration
Standards for Strategic Planning
Lead-Think–Plan–Act is a rubric by which ASP ensures the quality and reliability of their
SPP and SMP certifications. This volume covered the Lead and Think for senior line executives, SPPs (planning and actions) and SMPs (strategic planning and strategic actions).
For those just starting to study for ASP’s SPP and SMP certifications, you have now
reached the halfway point. You have covered the last two components (Lead and Think) in
this book. For Plan and Act, refer to Volume II: Planning and Change Competencies, or contact
the Haines Centre for Strategic Management for additional books and our practice exam.

The Iceberg Theory of Change Revisited
ASP’s Lead-Think–Plan–Act rubric surpasses traditional strategic planning paradigm by
addressing the strategy field in a broader and more holistic way. The Iceberg Theory of
Change (see Introduction) is an important concept in understanding this.
While only the tip of the iceberg—the content of the Strategic Plan—is visible, the
change processes, structures and commitment to culture change below the surface make up the
foundation of the iceberg. Therefore, strategic planning and change management processes,
structures and roles should be defined by the chief executive and senior management first
in order to engineer success up front. Let’s review these three key elements:
#1 Content: The tasks, goals and focus of an organization are its content—or what
the strategic plans and change projects are all about. This is the easiest element
to see and understand.
#2 Processes: Capabilities involved in our planning and change interactions are the
processes—the how to’s of behavior while working on above tasks and content. For
example, if bubble gum is the content, chewing is the process by which we extract
the juices that make it enjoyable. In strategic change, the process is how we develop
and implement the Strategic Plan. This is demonstrated by the Rollercoaster of
Change™, a mental model that condenses more than 20 change theories. As such,
it is the only one you need to know! (To review this concept, see the Introduction.)
#3 Structures and Culture: While infrastructures and culture impact thinking, planning, actions and change the most, they are often the least understood. That’s
because they compose the deepest part of the iceberg and are often taken for
granted. We rarely even acknowledge their existence, despite the fact that structures
are the context or vessels within which all process and content operate, and thus
where change occurs successfully. The deep-rooted culture is the hardest to change–
and when it collides with content and processes, it wins every time.
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Failure to focus on processes and structures below the waterline is called content myopia.
Too often, senior line executives and planners are uncomfortable with change and
emotions, focusing only on the content and thus guaranteeing its failure. Change is dependent on good processes and structures in order to achieve the content of the desired changes.
And remember, structures always influence processes and behaviors. When
attempting any kind of change, first focus on the environment, context and vessels within
which you are working. Engineer success up front!
In large-scale change efforts, the failure to install the proper change structures to counteract the day-to-day organizational chart—which is the biggest resistor to change—always
results in failure. This is especially true if any kind of culture change is required.

Getting Started: Five Options
Organizations need a Strategic Management System with a yearly planning and
implementation cycle, not just a budgeting cycle, in order to become a high performing
organization. To review, the definition of a Strategic Management System is:
• A comprehensive system to lead, manage and change the total organization in a
conscious, well-planned and integrated fashion based on its core strategies—in
order to develop and successfully achieve the organization’s Ideal Future Vision.
• The new way to run the business, using a method that is interactive and participative, yet also systemic.
Strategic planning and change is not a process in which you have to drop everything
you’ve done and are doing and start from scratch. The major benefit of a strategic and
systems approach is its flexibility to achieve higher results. There are five different
options for beginning this circular process.

Option #1: Smart Start: Plan-to-Plan
If the organization hasn’t conducted a full-scale strategic planning and change process,
this is the best starting point. This option engineers success up front, before getting into
the actual development and implementation of strategic planning documents.
Failed strategic planning can often be ascribed to the lack of advanced or preplanning. The Smart Start: Plan-to-Plan is the assessing, educating, organizing and
tailoring step that involves pre-work on developing appropriate organizing tasks. As
such, it is vital to success. The following are the potential key tasks in this step:
• Conduct a Strategic IQ™ Audit.
• Conduct a strategic business design assessment and create recommendations.
• Establish and train the internal support team cadre in strategic management
support and facilitation, especially regarding processes and structures.
• Conduct executive leadership skills development to provide executives with the
required capacity to lead strategic change: enhancing self-mastery, building interpersonal relationship, facilitating empowered teams, collaborating across functions,
integrating organizational outcomes and creating strategic alliances and positioning.
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•
•
•
•
•

Conduct executive team building to enhance effectiveness to plan and work
together to successfully implement the plan while dealing with the difficult
issues of revolutionary change.
Decide on middle management’s management development program.
Conduct strategic life planning for individuals and teams before beginning
strategic planning for the organization.
Conduct market research to better understand customers’ wants and needs.
Reexamine all HR practices to enhance people as a competitive edge.

After these tasks are finished, the organization is ready to begin strategic planning,
management and change.

Option #2: Smart Start: Plan-to-Implement
This is the starting point for the organization has already completed its Strategic Plan,
but needs to bridge the gap between planning and implementation. This Smart Start: Planto-Implement is about ensuring successful implementation of the plan. It involves education
on the issues of change and completing a set of organizing and tailoring tasks. Its main
purpose is organizing to manage the implementation of the Strategic Plan.
Option #3: In-Process, Join-Up Points
When building a Strategic Management System, it’s always best to start wherever
the organization is today. With a circular strategic and systems model, you just “join
up” right where you are and carry on from there. Options include the following:
• Conducting an Annual Strategic Review and Update, then proceeding based
on the recommendations and decisions from this audit.
• Developing a vision, Key Success Measures (KSMs) or core strategies, then putting
in a strategic Change Leadership Team (CLT) to guide implementation.
• Orchestrating a pilot business planning process for a Strategic Business Unit
(SBU), Major Program Area (MPA) or Major Functional Area (MFA), using
it to learn and to develop an internal cadre.
• Conducting annual planning via core strategies, setting the top three action priorities for each core strategy as the glue and organizing principles for all annual plans.
• Leading large-group reviews on annual department plans, then conducting a
strategic budgeting process.
• Beginning with a strategic budgeting process.
• Finishing budgets, then setting up teams on large, cross-functional issues or
setting up a full strategic CLT to guide the overall desired changes.
• Setting up a strategic CLT to guide and coordinate existing large-scale change
(i.e., TQM, business process re-engineering, etc.).
• Setting up strategy sponsorship teams for each core strategy to guide and report
on successful implementation.
Strategic and systems planning enables an organization to begin its change implementation from its current situation, not some distant, rigid starting point. In a sense, it lets
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the situation decide for the organization. It takes the organization from wherever it is,
and moves into desired changes without sacrificing daily business operations. Over time,
the strategic planning and desired changes will guide day-to-day operations.

Option #4: Some Educational Ways to Begin
In order to initiate an optimal Strategic Management System, the organization needs
some initial executive and staff training. Again, there is no set rule for the amount or
type of training an organization needs to complete before beginning. It’s up to the
organization to tailor training in a way that best fits its particular needs. Possibilities for
management include:
•
•
•
•

Training internal staff in the strategic planning, management and change processes.
Conducting a Visionary Leadership Practices workshop to kick-start planning.
Training senior and mid-level management in strategic and systems thinking
in a two-day workshop.
Holding an annual management conference, keynoted with a presentation on
strategic planning and change.

Option #5: Learning and Applying Strategic Management Concepts
Read books about the process of strategic planning and learn it in detail. This is the
most effective way for each participant to internalize strategic management and for the
organization to institutionalize its tailored Strategic Management System. You can set
up a customized reading schedule matching the organization’s planning schedule using
the chapter listing as a starting guide.

Crucial Support Needed For Success
Successful implementation of the Strategic Plan requires realistically considering the
necessary required support in terms of people, time and money. Following are elements
the organization needs to support to be successful.

Senior Management’s Active Commitment
More than half of the strategic plans that fail do so because commitment from the
top is either sporadic or half-hearted. For a successful strategic planning and change
process, the organization needs a firm consensus and active commitment from the top
management. Chief and senior executives must play an interactive, visible role—not
only in initiating the Strategic Plan, but also in following it through.
A Trained Internal Support Staff Cadre
After the strategic planning and change process is initiated is not the time to decide
what kind or how much staff support is necessary. If the organization needs clerical
or administrative support, coordinators and liaison personnel for KSMs, strategy
implementation, strategy sponsorship teams and strategic, unit-level CLTs, it must
be determined and assigned beforehand.
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Budgeting and Resource Allocation
In order to effectively manage any transition, an organization needs resources, both people
and money. Look at every activity required by the strategic planning and change process:
• Monthly strategic CLT meetings and Leading Strategic Change workshops
• Strategic IQ™ Audit (annual) and cultural audit (organizational diagnosis)
• KSMs and goal-tracking
• Communications and rollout
• Skills training (leadership and change management)
• Training of overall manager, coordinator or internal facilitator
• SBU or MPA planning processes
• Key stakeholder meetings
• Environmental scanning system
• Yearly follow-up Strategic Management System review
• Strategic change projects
While this list can seem daunting to an organization, it can achieve all of these items
over the course of two or three years just by following the strategic planning process, as
strategic management becomes the normal, standard way of running the business.

Project Planning and Yearly Map of Implementation
The best way to keep track of the necessary activities for the change process is to create
a yearly map—a specific, “by-the-numbers” implementation process that is visible and
easy to track and follow. Developing this tangible list of those tasks the organization
needs to accomplish in the next 12 months provides a quick and easy checklist.
Creating a Critical Mass for Change
Holding to the theory that people support what they help create is probably the single
most effective way to guarantee the success of a change process. It does, however,
require a substantial, ongoing investment of time and energy, so the organization needs
to be prepared to anticipate it and commit to it.
Capacity-Building
Another, more subtle approach to creating a critical mass for change is called
capacity-building. It involves building a leadership cadre within the organization
that has the capacity to lead, guide and complete the strategic planning and change
management process.
Having the range and depth of leadership that can see this type of long-term process
through to completion is crucial to success and growth. Remember, it’s an organization’s only true competitive advantage.
After identifying the resources and personnel needed to complete a successful strategic planning and change process, be sure to include them in the budgeting process.
Neglecting this translates throughout the organization that the strategic planning and
change process is not an organizational priority.
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Putting it All Together
A Strategic Management System has three goals:
Goal #1: Develop strategic business and operational plans and documents.
Goal #2: Ensure their successful implementation and change.
Goal #3: Build and sustain high performance over the long term.
It provides a practical, three-part approach for changing the way an organization
runs its day-to-day business.
The overall purpose of a Strategic Management System is to design, build and
sustain a customer-focused, high-performance organization.
The key to succeeding is the ability to bridge the gap from Goal #1 to Goal #2.
Typically, it is at this point where most strategic plans fail—as many as 75 percent, to
be exact! This breakdown can be eliminated through detailed systemic change implementation steps, including a Smart Start: Plan-to-Implement, a Leading Strategic Change
workshop and the Annual Strategic Review and Update, as well as increasing the range
and depth of leadership practices—including the skills of trainer, coach or facilitator.
Remember, visionary leadership is the primary competitive business advantage for
any organization over the long-term.
With a sense of integrity and a commitment to focus, discipline and persistence,
an organization can design, build and sustain a foundational Strategic Management
System and ultimately become a customer-driven, high-performance organization.

Checking Strategic Consistency And Operational Flexibility
Today’s turbulent environment can constitute a threat to even the most solid
Strategic lan. To combat this, an organization needs to ensure the strategic consistency
of the Strategic Plan, while maintaining the operational flexibility needed to secure its
commitment and its implementation.
Answer these questions to determine an organization’s strategic consistency:
•
•
•
•
•

•
•
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Have you developed a Strategic Plan to create an ideal future the organization
wants (rather than others forcing a different future on it)?
Is the Strategic Plan now a shared vision?
Are you using the Strategic Plan, with its Key Success Measures (KSMs) and core
strategies, to pursue your vision with strategic consistency on an ongoing basis?
Do you have a strategic Change Leadership Team (CLT) to manage the overall
changes on a monthly basis?
Are all major organizational changes included under its guiding umbrella, or
do you “plan on the one hand and manage on the other,” exposing the plan to
the SPOTS Syndrome (Strategic Plan On the Top Shelf... gathering dust)?
Have you anticipated possible future changes or needs by installing an ongoing
future environmental scanning system and contingency plans?
If you find the Strategic Plan to be no longer viable, are you prepared to redo it?

Summary and Integration

After answering these questions, review the following points to determine the degree
of the organization’s operational flexibility:
•

•

•
•
•

Has the organization put Three-Year Business Plans in place to ensure: (1)
SBUs, MPAs and MFAs have their own specific plans based on the overall
Strategic Plan, and (2) the organization is planning closer to where competitive
actions occur?
Are annual department plans in place for all the organization’s units that
are developed in a participatory manner? Are they still organized around the
organization’s core strategies and top action priorities?
Is the organization firmly committed to ongoing strategic CLT meetings? Has
it discussed how it will handle developments that result from these meetings?
Is the organization committed to Annual Strategic Reviews and Updates to
keep the flexibility it needs?
Has the organization committed to improving its range and depth of leadership
practices from the top down?

After checking, prodding and poking the yearly Strategic Management System and
Cycle for its strategic consistency and operational flexibility, it’s now a matter of followthrough, persistence and commitment to the organization’s integrity in pursuing the Ideal
Future Vision.
While it will not achieve perfection, the organization will come much closer to it by
following a Strategic Management System. But always remember, no matter how proficient an organization becomes in the processes of strategic planning and implementation,
it won’t go far without both discipline and persistence.

In Summary
So, we’ve come to the end of our journey. Now a new road awaits you and your
organization! Will the strategic planning and change process be difficult? Yes and no.
Once you begin thinking strategically, you won’t be able to stop thinking any other
way. That’s the easy part. The challenge comes in applying your thinking—sticking
with in your strategic planning and change implementation.
Don’t just sit back and let change happen to you. Create change. Force it. Be proactive. Great things will happen when you do.

Further Study
The two volumes of the Standards for the Strategic Planning Field are your course for
a task-by-task understanding of the standards and competencies required for the 21st
century in the field of strategic planning. They also are the standards, competencies
and Body of Knowledge (BOK) that outlines the required ASP exams to become a
SMP, SPP or SPA.
These two volumes will help you prepare to successfully lead an organization strategically or pass your exams and become a designated planning professional.
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In addition, there are other exam prep materials that will help you pass your exam:
• Exam self-assessment, available at strategyplus.org
• Practice exam, available at systemsthinkingpress.com
• Exam prep webinar series, available at systemsthinkingpress.com
The following details will are also available on ASP’s website, strategyplus.org:
• Governance issues and approach
• BOK overview
• BOK certification outline
• Sample Questions for SPP and SMP exams
• Exam dates and submission deadlines
• BOK SPP and SMP self-assessment workbooks (available for purchase)

Gold Mastery Certification
You can also visit Haines Centre’s Strategic Learning Services at hainescentre.com/training
for webinars, workshops and skill-building Gold Mastery Certifications that include exam
prep and much more. (For more details, see the Recommended Bibliography.)
The Gold Mastery Certification takes the ASP certification and understanding to
much deeper skill-building and tacit knowledge level, which is hard to acquire unless you
personally adopt the Experiential Learning Cycle (see Preface).
Good luck, or as we say in the U.S. Navy: “May you have fair weather and following
seas” to becoming a senior line executive with knowledge and skills in the standards of
the strategic planning field. We also wish this “fair weather” for those achieving your
ASP professional certification and designation.
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Appendix
Being a Strategy Expert

How to Become a Strategy Expert
Another Leadership Skill for Senior Line Executives, SPPs and SMPs
Instructions: Rate yourself on the following scale:

How well do you...
1.
2.
3.
4.
5.
6.
7.

1
(low)

5
(average)

10
(high)

Really know strategic and systems thinking?
Share and critique strategic plans, core strategies and core values of
other organizations (in magazines, on the Internet, etc.)?
Conduct bite-sized strategy school topic learning in monthly Change
Leadership Team (CLT) meetings?
Read and listen to recorded lectures and books about strategy, and
share the information with others?
Invite speakers to discuss strategic change and execution topics?
Conduct competitor and peer group analysis, focusing on their
strategies?
Focus on department and business unit issues in a 1-2 sequence?:
• What are your values, positioning and strategies?
• How do your issues and operational problems fit into your
values, positioning and strategies?

8.

Examine and benchmark best practices inside and outside your
industry, sector or government agency?
9. Learn and become an expert on successful execution and implementation, which is strategic and cultural change?
10. Conduct marketplace positioning and driving-force discussions and
case studies of prominent organizations, and then use them to clarify
your own positioning?
SCORE
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Becoming a Trusted Strategic Business Partner
Instructions: Rate yourself on the following scale:

How well do you...
1.
2.
3.
4.
5.
6.
7.
8.
9.
10.
11.
12.
13.
14.
15.
16.
17.
18.
19.
20.

5
10
(average)

(high)

Know your organization’s business?
Understand the complex and dynamic global environment?
Anticipate pressures to resist organizational change?
Facilitate strategic planning and strategic change meetings with
senior management?
Know line managers’ goals?
Read the Strategic Plan on a quarterly basis (at the least)?
Understand and internalize your Strategic Plan and its underlying
rationale?
Ask questions and give options to senior executives instead of just
telling them?
Simplify complex ideas so that those managers, supervisors and
employees understand and use them as a guide for daily behaviors?
Think strategically at the global and “helicopter” level?
Provide candid feedback to senior executives instead of being a “yes
person”?
Be a confidential sounding board for executives and managers?
Make yourself available and accessible on a daily basis?
Manage upward to your supervisor and chief executive?
Develop confidences as a trusted business advisor?
Work behind the scenes, allowing others to take the credit?
Share the bad news honestly and effectively?
Confront executives and manages effectively—in a pleasant and
friendly, yet direct way—when needed?
Be seen as loyal to the organization?
Foster a reputation of capability?

SCORE
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1
(low)

Appendix

What Level of Strategy is Your Focus?
Instructions: Rate these levels from 1-5, with one being your highest level of performance.
•
1. Corporate Strategy
		
Determining your businesses.
• Positioning for your competitive business advantage in the
marketplace
• Portfolio management (buy and sell assets)
• Restructuring assets
• Strategic Plan development
2. Three-Year Business Plans
		
Creating a competitive advantage.
• Annual operational plans for all SBUs, MPAs and MFAs
• All line organizations with Three-Year Business Plans
3. Major Support Areas
		
Creating a competitive advantage.
• Strategic marketing, sales and public relations plans
• Strategic people plans
• Strategic product plans
• Strategic financial plans
• Strategic information technology plans
• Strategic legal and government affairs plans
4. Annual Functional Planning
		
Learning to be efficient and effective.
• All functions and departments
• Annual operational planning
5. Strategic Change and Execution
		
Making a strategy work.
• Implementation and execution
• Strategic business design
• Leadership development
• Persistence and details
• Fit and integration of all plans and initiatives
• Monthly CLT meetings, led by the chief executive
• Energizing force supporting culture change
• Annual Strategic Review and Updates
SCORE
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Bibliography
Recommended Bibliography

Navigating This Bibliography
This bibliography is recommended for those who want to become highly-skilled
senior line executives, as well as for those strategic planning professionals who would
like to dig deeper in their ASP exam preparation. In either case, it will help you become
knowledgeable and skilled in the standards and competencies of strategic planning and
strategic management.
This bibliography is divided into three categories:
1. The Haines Centre’s complete listing of exam preparation offerings
2. Current literature
3. Classic literature
Each category is divided into four topics according to the ASP Rubric:
1. Strategic Leadership
2. Strategic Thinking
3. Strategic Planning
4. Strategic Action and Change

Three Simple Steps to Taking Your Exam:
1.

2.

3.

Complete a self-assessment against the BOK for your desired Strategic
Management Professional (SMP), Strategic Planning Professional (SPP) or
Strategic Planning Associate (SPA) exam.
Based on your self-assessment of your strengths and weaknesses, we recommend
that you:
• Read books from the attached list that speak to your weaknesses.
• Attend Qualified Registered Educational Providers’ (REPs) courses, listed
on the Association for Strategic Planning’s website, strategyplus.org.
• Take the practice exam on ASP’s website, strategyplus.org.
Apply for your exam. Once you are approved, you can take the exam and
become certified.
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From Systems Thinking Press
The Haines Centre for Strategic Management offers two definitive exam preparation
guides for the ASP Strategic Management Certifications:
• Standards of the Strategic Planning Field, Volume I: Leading and Thinking Competencies
• Standards of the Strategic Planning Field, Volume II: Planning and Change Competencies
The Centre’s also offers the following exam prep materials on our website:
• ASP practice exam—160 questions to test yourself
• Four-part webinar series—based on ASP’s rubric (Lead–Think–Plan–Act)
The Centre offers additional books, webinars and reports, to aid in holistic exam
preparation. All these resources are available for purchase at systemsthinkingpress.com.

STRATEGIC LEADERSHIP
On-Demand Webinars:
• Group Facilitation (Three-Part Series)
• Future Environmental Scanning (Two-Part Series)
• ASP Exam Prep: Leadership (Part One of a Four-Part Series)
Books:
• Achieving Leadership Excellence
• Pearls of Wisdom I: Facilitation Tools, Tips, and Techniques for Leaders
• Pearls of Wisdom II: How to Work with Executives
• Best Practices of Leadership (Book and CD-ROM)
State-of-the-Art Reports:
• Future Environmental Scanning
• Leading Strategic and Culture Change

STRATEGIC THINKING
On-Demand Webinars:
• Becoming a Strategic and Systems Thinker on a Daily Basis (Seven-Part Series)
• Strategic and Systems Thinking (Two-Part Series)
•

ASP Exam Prep: Thinking (Part Two of a Four-Part Series)

Books:
• Strategic and Systems Thinking: The Winning Formula
• Systems Thinking: The New Frontier—Discovering Simplicity in an Age of Complexity
• The Complete Guide to Systems Thinking and Learning
State-of-the-Art Report: Strategic and Systems Thinking
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Handbooks:
• Top 10 Tools for Daily Problem Solving: Strategic Handbook #1 (Job Aid Available)
• Top 10 Tools for Daily Problem Solving: Strategic Handbook #2 (Job Aid Available)
Gold-Mastery Certification: Strategic and Systems Thinking: The Systems Thinking
Approach® to 65+ Tools and Applications

STRATEGIC PLANNING
On Demand Webinar: ASP Exam Prep: Planning (Part Three of a Four-Part Series)
Books:
• Reinventing Strategic Planning
• Enhancing Your Strategic IQ: Winning Strategies from A to Z
• The ABCs of Strategic Life Planning (Book and Workbook)
• Destination Thinking: A Business Planning Guide
• Strategic Planning Simplified (Book and Workbook)
State of the Art Report: Reinventing Strategic Planning
Gold-Mastery Certification: Strategic Management: The Systems Thinking
Approach® to Reinventing Strategic Planning

STRATEGIC ACTION AND CHANGE
On Demand Webinar: ASP Exam Prep: Actions and Change (Part Four of a FourPart Series)
Books:
• Executing Your Strategic Plan
• Creating the People Edge
State of the Art Report: Leading Strategic and Culture Change
Gold-Mastery Certification: Executing Your Strategic Plan: The Systems Thinking
Approach® to Strategic and Cultural Change

These and other titles are available
at Systems Thinking Press.
To order, visit systemsthinkingpress.com.
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taking the SPP and SMP certification exams.
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STRATEGIC PLANNING
Abraham, S. C. (2006). Strategic Planning: A Practical Guide for Competitive Success.
With CD-ROM. Mason, OH: Thomson South-Western.
Carver, J. (1990). Boards That Make a Difference. San Francisco: Jossey-Bass Publishers.
Collins, J. C. and J.I. Porras (1997). Built to Last: Successful Habits of Visionary
Companies. New York: Harper Collins Publishers, Inc.
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Organization. New York: Doubleday/Currency.
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Ansoff, I. (1988). New Corporate Strategy. New York: John Wiley & Sons, Inc.
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& Row Publishers.
Mintzberg, H. (1994). The Rise and Fall of Strategic Planning. New York: The Free
Press.
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Porter, M. (1980). Competitive Strategy. New York: The Free Press.
Porter, M. (1985). Competitive Advantage: Creating and Sustaining Superior Performance.
New York: The Free Press.
Porter, M. (1990). The Competitive Advantage of Nations. New York: The Free Press.

STRATEGIC ACTION AND CHANGE
Beckhard, R., and R. Harris (1987). Organization Transitions: Managing Complex
Change. Reading, MA: Addison-Wesley Publishing Company.
Block, P. (1981). Flawless Consulting: A Guide to Getting Your Expertise Used. San
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ASP SMP Pioneers*
Haines Centre Members
Gail Aller-Stead
Gail runs the Haines Centre in Toronto and is a Haines Centre Global Partner.
Clients in more than 70 organizations engage her services because she designs and
delivers what they need to help them identify their goals and implement their plans.
Gail holds an MSOD from Pepperdine University and a master’s certificate in project
management from the Schulich School of Business at York University, Toronto. Initially
a member of the international project team that developed the certification program, Gail
now serves on the ASP committee to select registered educational providers.

Barbara A. Collins
As a strategy consultant, Barbara partners with client organizations to envision
their desired outcomes, develop strategic plans for change and carry out effective
implementation of their plans. Her strategic management clients include the U.S.
Government Accountability Office (GAO), Avon Products, the New York State
Office of Children and Family Services, Chubb Insurance, the Washington Suburban
Sanitary Commission, the National Institute of Corrections Jails Division, The
International Association of Chiefs of Police and Montgomery College in Maryland.

Valerie MacLeod
A Haines Centre Global Partner, Valerie runs the Haines Centre’s office in Calgary,
Alberta. With more than 25 years as a facilitator, trainer and coach, Valerie helps her
clients achieve financial and operational targets, plan for the future, deal with change
and fine-tune their leadership. Valerie has an M.B.A. in Human Resources from the
University of Calgary and a bachelor’s degree in mathematics from the University of
Waterloo. Valerie has published a life-planning book, co-authored a business-planning
book and is working on her third book on working across cultures.

* The 24 senior ASP members who voluntarily took the time to build information for
both the SPP and SMP exams have been designated SMP Pioneers. For his work in
this effort, Stephen Haines has been designated SMP Pioneer Number 001.
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Haines Centre Members
Dr. Sheridan Barker

Sheridan is a Haines Centre Global Partner and Practice Leader for Education.
Based in San Diego, she specializes in strategic planning, leadership development and
collaborative cultures that enhance organizational effectiveness and produce superior
results for students and community. Sheri earned her doctorate in Leadership Studies
from the University of San Diego. A visionary leader with extensive administrative
background in public education, Sheri is an acknowledged expert in systems change
and leadership.

Jeri Denniston
A Haines Centre Principal in San Diego, Jeri has more than 30 years of experience in
a broad range of marketing disciplines. As a consultant, she collaborated on cross-border
marketing plans, feasibility studies and divestiture prospectuses for a variety of real estate
and manufacturing businesses in Mexico. Jeri holds degrees in Spanish from Chapman
University and in International Management from Thunderbird – the Garvin School of
International Management, in Glendale, Arizona. Jeri lived in Indonesia for 10 years and
developed an enthusiasm for world cultures from extensive international travel.

Erin Campbell Howell

A principal of the Haines Centre for Strategic Management, Erin brings more than 25
years of experience in leadership, strategic planning, facilitation, project mangement and
change management to her consulting company in Saskatchewan, Canada. She has been
instrumental in helping organizations build comprehensive business strategies, establish
new functions, build alignment and navigate change in key business areas such as strategic
management, corporate project management, human resources, marketing and customer
relationship management, business process re-engineering and call center management.

Stephen Lin

Stephen is a Global Partner and the Haines Centre’s master facilitator in Asia. He
works with organizations in Singapore and the region to improve long-term performance
by developing their strategic management and innovation capabilities through training,
coaching and facilitative consulting. Stephen is a former government scholar, national
sportsman, naval officer and entrepreneur. He has more than 23 years of senior management experience in private and public organizations, both as an internal executive and
external consultant. ASP SMP Graduates
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Haines Centre Members
Chander Mohan

Chander is the founder and owner of the Haines Centre in Dubai. He has an M.B.A.
with specialization in finance and human resources management. After holding various
senior management positions in the banking sector in India and the United Arab Emirates
for 17 years, Chander spent the next six years in Dubai as the training manager at Mashreq
Bank, one of the largest and most dynamic banks in the United Arab Emirates. During this
period, he was actively involved in facilitating the process of strategic transformation and
change, especially in the areas of strategic planning, HRD, TQM, and customer services.

Susan Siers Radwan

Susan, a principal of the Haines Centre and senior consultant in the Great Lakes/
Midwest Region, has been consulting since 1996. Her focus is on governance,
specializing in Policy Governance® as designed by John Carver. Sue’s background
includes significant experience in the association management community as well as
insurance, risk management and education. Her core products focus on governance,
strategic planning and leadership development driven by the Systems Thinking
Approach®.

Karl Sommers

Karl is a principal with the Haines Centre in Goshen, Indiana. He is experienced in
strategic planning and management and governance consulting. During the last 10 years,
Karl has specialized in consulting with boards using Policy Governance® as a systems
approach to excellent governance. He has worked extensively with faith-based nonprofits
including schools and church-related institutions. In addition, his training and experience
as an actuary provide a natural fit with financial services organizations to discover new
strategies and implement positive change using the Systems Thinking Approach®.

Loren Tarantino

Located in South Bay, San Diego, Loren Tarantino is a Haines Centre Principal and
Co-Practice Leader in Education. She has more than three decades of experience in education, doing teaching, training, facilitating, consulting, supervising and project management.
She has also consulted in corporate America, as well as in school districts, educational
unions and community-based organizations. Loren has assisted executives in business and
education with strategic planning, policy development, and personal coaching. She is the
co-author of Leading Effective Secondary School Reform (Corwin Press, 2005).
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About the Authors
Stephen Haines is the Founder and CEO of the Haines Centre for Strategic
Management®, which he founded in 1990. He is internationally recognized as a world-class
leader in the field of Strategic Management and Change. Steve has more than 30 years
of executive experience with more than 300 CEOs in complex and diverse international
situations. The Centre now has Partners, Principals and Certified Business Consultants
across the United States and Canada, along with offices in more than 25 countries.
Prior to founding the Centre, Steve was president and co-owner of University Associates
Consulting and Training Services, a pioneer firm in the development of human resource
practitioners and their organizations. In addition, Steve was executive vice-president and
CAO for the Imperial Corporation of America (ICA), a diversified $14-billion, nationwide
financial services firm. He was also SVP of Freddie Mac, a $32-billion United States
financial institution, in the 1980s. Steve has been a member of eight top management
teams—both in the United States and internationally—with corporate responsibilities
for all aspects of organizational functions, including planning, operations, marketing, PR,
communications, finance, HR, OD, training and facilities. His career also included executive positions at MCI, Exxon, Sunoco and Marriott Corporations.
Steve has completed his coursework and dissertation for his doctorate in management
from Temple University and an M.S.A. in Organization Development with a minor in
financial management from George Washington University. He has a B.S. in engineering
with a minor in foreign affairs from the U.S. Naval Academy in Annapolis, where he was
part of the prestigious and legendary leadership class of 1968. He is also a graduate of the
Department of Defense Human Goals Institute, a former Navy pilot and a veteran of the
Vietnam conflict, with the medals to prove it.
Steve was vice president for the Association for Strategic Planning’s Board of Directors.
He led the task force project that created the ASP Certifications and involved the participation of hundreds of junior and senior ASP members. He has been granted the prestigious
SMP Pioneer Number 001 and was inducted into the ASP Hall of Fame in 2011.
Steve is the world leader in Strategic Management using the Systems Thinking
Approach®. His diverse background includes exposure to hundreds of firms and extensive
“Best Practices” research. He has received numerous Who’s Who honors, written 18
books and more than 80 articles, and developed 11 volumes of the only Systems Thinking
Library in existence today. He has taught more than 80 different kinds of seminars and
Gold Mastery Certifications, and is in demand as an insightful and provocative keynote
speaker at international conferences, with a special emphasis on CEO and Board issues.
His interests include family, community service, sports, sailing and traveling with his wife
Jayne, as well as photography, art, design and spending time with his grandson Sebastian.
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Barbara A. Collins is a Global Partner of Haines Centre for Strategic Management in
the Baltimore and Washington, D.C. area. As a senior strategy consultant, Barbara partners
with client organizations to envision their desired outcomes, develop strategic plans for
change and—most importantly—effectively implement their plans. Certified by the Haines
Centre in Strategic and Systems Thinking and Reinventing Strategic Planning, Barbara has
been providing organizational change and management consulting and training since 1982.
She serves as lead facilitator for delivery of one- to three-day Systems Thinking and
Strategic Management workshops for such clients as the United States Government
Accountability Office (GAO), Avon Products, the New York State Office of Children
and Family Services, Chubb Insurance, the Washington Suburban Sanitary Commission,
and Montgomery College in Maryland. In addition, she co-facilitates the centre’s Gold
Mastery Certification Programs with Stephen Haines.
Barbara’s recent projects include facilitating the strategic planning process for Loudoun
Water, a utility in Virginia, and working with a subsidiary of the Royal Bank of Scotland to
deliver products and services more competitively, as well as facilitating the strategic planning
process for the New York State Office of Children and Family Services as it undergoes
right-sizing and culture change within its juvenile justice system. She won a competitive contract to work with the Defense Threat Reduction Agency (U.S. Department of
Defense) to design and facilitate their three-day Executive Leadership Retreat.
Using experiential learning principles, Barbara has designed and delivered more than 100
training programs over the last 30 years, including coaching skills for managers for Benjamin
Moore Paints, building management training capacity for the U.S. Dept. of Justice National
Institute of Corrections, customer service skills for the San Francisco Juvenile Probation
Department, training for new detention facility inspectors for the National Institute of
Corrections Jails Division, and Serious Habitual Offender Comprehensive Action Plans
(SHOCAP) for The International Association of Chiefs of Police and OJJDP. More
recently, she’s been developing and facilitating e-learning programs for the National
Institute of Corrections, including Jail Data Analysis and Objective Classification Systems.
Barbara is also active in association work, including the Association for Strategic
Planning, the Mid-Atlantic Facilitators Network and the Chesapeake Bay Organization
Development Network. She’s a founding member and past president of the national
Juvenile Justice Trainers Association and currently serves as its project manager. In addition,
she’s president-elect of the board of the International Association of Correctional Training
Personnel, and led development of its Correctional Trainer Certification program, for
which she won the President’s Award for 2009.
A graduate of Manhattanville College with a B.A in Social Psychology, Barbara also
holds a M.S. in Education from the State University College at New Paltz, NY.
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