Strategic Planning

-Failing to plan is a plan to Fail
The key to great planning = FOCUS

Knowing where you want to go before asking others to follow you.

Once our personal & organizational mission is defined, the methods become easier to clarify as well. All great human accomplishments have included a God – factor and a leadership factor.

God has given us a mission which requires planning on our part as leaders.

Accomplishing the Mission:

	Do you have complete knowledge of my mission?
	NO
	
	Maybe
	
	Yes
	

	Do you have complete knowledge of my capabilities
	NO
	
	Maybe
	
	Yes
	

	Do I have complete knowledge of my team’s capabilities
	NO
	
	Maybe
	
	Yes
	

	Do I receive constant feedback & open communication
	NO
	
	Maybe
	
	Yes
	

	Do I use this information to adapt & change when necessary?
	NO
	
	Maybe
	
	Yes
	


Biblical Examples of Planning:
1.) God did it…

Isaiah 37: 26

2.) Noah did it…
He received clear instructions from God to build the ark. God gave detailed measurements to Noah & he was faithful to carry out the long – range plan. 

Gen. 7-9

3.) Nehemiah did it…

He visualized the completion of the wall & then began plans for its construction. He planned & organized the project with excellence.

Neh. 1-5

4.) David did it…

The long-range plan was to build a temple (2 Sam. 7). God didn’t allow David to build it because of his associations with wars (1 Kings 5: 2-3). However when Solomon was chosen to succeed him, David handed Solomon the complete plan for the Temple and a list of materials on hand. Solomon built the temple – so David’s long-range plan was fulfilled.

5.) Jesus told parables about it…

We fail to notice that Jesus spoke frequently about the necessity of planning & strategy. In two of His parables He explained how foolish it is to neglect planning

· The Wise & foolish builder: 

Matt.7: 24-27

· The Builder counting the Cost: 
Luke 14: 28-30

· The King planning for Battle: 
Luke 14: 31-32

· The unjust steward: 


Luke 16:1-8

The Changing Future

1.) The Growth curve:

Charles Handy writes that most organizational growth occurs as follow:

It comes quickly but eventually peaks (Point A), then decline sets in (Point B).

A leader must understand this & make changes before the decline sets in. This means a leader must begin change at Point A. 

2.) Anticipating change & the period of chaos:

When change is initiated at Point A, the followers will misunderstand what the leader is doing. When the change is made they often feel upset, resentful and in a state of flux. This is the “period of chaos.”

3.) Thriving on Chaos:
Because of the rapid change of pace in an organization, the leader must constantly be evaluating, planning & making healthy changes. This means followers may feel unsettled… great leaders must learn to thrive on this.

4.) Application:

Leaders need to prepare their followers for the period of chaos early in the planning of the long - term process. Followers must be continually informed of what is going on in advance of the implementation of any plans. Gain the trust of followers by including them in the plans, giving them ownership of their part and encouraging them through periods of chaos.

Steps to effective planning

[image: image1.png]



· A certain amount of time & energy must be allotted in the weekly agenda for the planning process.

· Everyone agrees strategic planning is important but we often feel we’re wasting our time when we spend hours to do it. The opposite is usually true!

· When very little planning happens, it takes more time to execute due to changes & unexpected events. When a good deal of time is spent planning, we may feel unproductive, but in the long run we’ll actually save time on the overall task.
A Plan to Work Ratio:



· This involves big picture perspective. Before you can decide on daily agendas you must determine what goal you want to reach.

· Strategic (long term) & operational (short term) planning, both flow out of the answers to these questions:

Why do we exist? ______________________________________________________________________

What are we trying to accomplish? ______________________________________________________________________


· A plan for the future based on an unrealistic view of the present will lead to disaster.

· Look at the situation from different angles.

· A few angles to consider when assessing your situation:




· List team goals in order of importance and priority. 

· Results are left to chance when needs are not prioritized. More than often the easy things will get done, but the important things won’t. We tend to do the urgent things, not the important. 

· When the ultimate mission is neglected, we become a slave of the immediate = crisis management.


· Target: Who are we trying to serve and what needs are we meeting?

· Leadership: Do we have the right people @ the top to accomplish our goals?

· Counsel: Whose advice do we need in order to succeed?

· Direction: Exactly what are we going to do short range, mid range & long range?

· Organization: Who’s responsible for what? Who will supervise whom?

· Funding: What are our expected expenses and income?

· Reporting: Are we on target with our progress?

· Communication: How can we effectively make known what we’re doing?

· Evaluating: Are we seeking the quality we expect or demand from ourselves?

· Refining: How can we keep improving in the critical aspects of this ministry?


	Written
	Specific

	Write out on paper what you want to accomplish. It’ll serve as a daily reminder of what should be completed next.
	A general plan may be easy to formulate, but objectives are easier to define when the goal is specific.

	Realistic
	Measurable

	Set goals you can reach. It may be exhilarating at first when you set lofty goals, but remember that a goal is only worthwhile if it is completed.
	A measurable goal is important because it allows you to evaluate how well you are doing.

	Personal
	Convictional

	Personal goals inspire and motivate you. They need to connect at the heart level, and move you to act.
	You must be convinced of the worthiness of your goals. Only then will you invest in them.



· Communication = sharing a vision of the objective that is to be accomplished. 

· Clarification is showing the steps that need to be followed.

· This doesn’t mean telling someone what to do but instead giving guidelines for completing the goal. Every planning meeting should include the following:

· Written Conclusion

· Project list

· Time-line

· Resource list

· Next steps (action items)

· Responsibility (Project leaders)

· Think of obstacles that might occur so you can develop ways to overcome them.

· Imagine a “worst case scenario” and how you would respond.

· When you take time to plan, it’ll take less time to execute.

· “Mental Walk Through” – Walk through the entire event and note anything you might have forgotten.

· “The Next Steps” – determine the immediate action you must take to accomplish your goal = most important result of any meeting!

· Be aware of external influences.

· Decision making and planning can adapt to these realities.

· Closed system = exist with no regard to these outside factors.


Other than people, your most valuable asset is time (schedule) and money (budget). Invest in both wisely & specifically.

	Schedule
	Budget

	Put your items on a schedule that’s responsible yet productive. Without it you can’t keep track.
	Determine the cost of the project, and at what point costs will be incurred. Attempt to remove all surprises you possibly can.



· Organizations ALWAYS change. 

· Regardless of how consciously plans are made, there’s a constant need for monitoring & correction if the final destination is to be reached.

· Always have a plan, but have the understanding that the minute you stop adjusting and making changes your course will be altered and you will get off track.


· Keeping the score is only to know if you’re winning or losing. 

· Develop vehicles to keep score – If you’re making change, you ought to do it from current information.

Priorities & Decision Making

Mistaken priorities lie at the heart of ineffective leadership

Jesus scolded the Pharisees for confusing what was and wasn’t important. Their priorities were enforcing Laws & Rules – Christ’s priorities were the spiritual needs of others.

Great leaders know the heart of their people, and act with the end in mind.

The Bible rarely gives us step-by-step instructions for a given task. Therefore we need to ask God for wisdom, keep the big picture in mind, lead from God’s priorities, and make the most of our time since the days are evil – Eph. 5: 15 – 17

How can I get more out of my day?

	
	
	YES
	NO   

	1.
	Do you plan tomorrow’s work today?                                                            
	
	

	2.
	Do you perform routine chores at your daily “low energy” times & creative tasks at your “high” peak?
	
	

	3.
	Do you get unpleasant duties out of the way as soon as possible?
	
	

	4.
	Do you preview the day’s work through your head as you begin the day?
	
	

	5.
	Are you able to deal with people who waste your time?
	
	

	6.
	Do you know how to log your time – that is, occasionally write down just how long it takes to accomplish each day’s tasks?
	
	

	7.
	When you promise that you’ll get something done on time, do you always try to keep your word?
	
	

	8.
	Do you set aside a portion of each day to think, create & plan?
	
	

	9.
	Is your workplace tidy? Can you find what you’re looking for without wasting time?  
	
	

	10.
	Do you have an efficient filing or organization system?
	
	

	11.
	Do you know how to choose your most productive tasks?
	
	

	12.
	Do you know exactly what your top priorities are?
	
	


Evaluate your score:

1. If Yes to 10-12 questions above, you handle your time excellently.

2. If Yes to 7-9 questions above, you are good, but still need to grow

3. If Yes to 6 and below, you are wasting valuable time and may not even know it.

Think of areas in your day where you can improve ________________________________________________________________
________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________
Biblical Answers to Priorities:

What was Jesus’ Priority?

Mark 1:35 – 38

What was the Christian’s priority?

Luke 10: 39 – 42

What is the Priority of Church Leaders?

Acts 6: 2 –4 

What about distractions & hindrances?

Hebr.12:1

How does our Purpose help us with our priorities?

1 Cor. 9: 24 – 27

The 80/20 Principle

Psalm 90:12 Teach us to number each of our days so that we may grow in wisdom. 
· It teaches us that if we focus our attention on our most important activities, we gain the highest return on our effort.

· When we tend to the top 20% most important priorities, we’ll accomplish 80% of the results we desire.





Examples of 80/20 Principle:

a.) Activity doesn’t equal accomplishment






Your goal shouldn’t be to simply stay busy. Look for






the wisest people & places to invest your time.

b.) Work smarter, not harder

This means working on what you can do, delegating on things others can do. What good is it to work hard if it accomplishes little?
c.) Organise or Agonise






Organising will save us a lot of time and frustration.

d.) Evaluate or stagnate

Determining where we stand in relation to your goal is very important. To move to the next level of leadership we must evaluate our current position.

e.) Schedule your priorities

CONTROL your day or your day will CONTROL you!!! Don’t fill your day filling the request of others. It’s not about prioritizing your schedule, but scheduling your priorities.

f.) Reading is not leading

When we loose control we are no longer acting as a leader, but instead reacting to the urgent. If we forget the ultimate, we’ll become a slave to the immediate.

g.) Say NO to little things

How to say ‘no’ gracefully…
When we know who we are, what our gifts are and what our calling is, it’s much easier to determine the ‘YES’s & ‘No’s of life. When a task would not further your goal, you need to just say NO. 

The way you say no is just as important as deciding to say no!

· Say no to the IDEA, not the PERSON

Make sure the person understand you are not rejecting him/her. Give their idea affirmation, but explain that it doesn’t fit in with the things that you need to accomplish.

· Respond in terms of the BEST INTEREST of the person asking
Make sure the person knows you’re not choosing the easy response, but that you really want to help them. Communicate that your time constraints would actually prevent you from doing the kind of work they deserve.
· Defer CREATIVELY. Come up with an alternative.
Give them confidence that they can complete their task, maybe help them find someone else. This will aid them in solving their problem.

Tips for making the most of your time:
1.) Make to-do lists

2.) Set your Priorities

3.) Avoid Perfectionism

               
Do things with excellence, but perfectionism may be an extreme that 


you need to avoid if it takes too much time. 

4.) Question everything


Don’t allow habits or emotion to keep you from eliminating items    


from your calendar and ‘to do’ lists. If it doesn’t work get rid of it.
5.) Welcome Tension


Don’t let stress paralyze you. Let it move you to your goal. Many times tension can help you improve your focus & enable you to do the job more effectively.

6.) Avoid Clutter

7.) Avoid Procrastination

8.) Control Interruptions & Distractions

9.) Staff your weaknesses

10.)  Use a calendar

CURRENT point of view:


What does your situation look like from where you are now?





INSIDE the organisation: 


 What you are doing from the perspective of those you work with?





FUTURE point of view: 


How does your situation look months /years from now – what TRENDS are developing?





OUTSIDE the organisation: 


What are you doing from the perspective of someone who does not know your strategy?





Plan to Plan








PLAN





EXECUTE





EXECUTE





PLAN





Determine your Primary Purpose








Assess the situation





Prioritize the NEEDS





Ask the right questions








Set specific GOALS





Communicate and Clarify








Identify possible obstacles








Have an OPEN system of planning








Manage & Direct your resources








Monitor & Correct








Study the results
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