Section 1. Prepare
A strategic plan can move your organization in a different direc
tion; the results can be dynamic and positive. Still, the planning
ORGANIZATION process should not be taken lightly, because change is inherently
READY difficult. Before you start, you should prepare for what is ahead by
FOR STRATEGIC taking a critical look at your organization and asking: Is my organi
zation ready to embark on the strategic planning process?

GETTING YOUR

PLANNING

Every organization is fundamentally difWhat is the point in
ferent; each will be at a different level of
running when
readiness for a strategic plan, and each
will have different needs that should be
you’re not on the
addressed in the strategic planning
right road?
process. When you prepare for your
—German Proverb
strategic plan, you attempt to under
stand how such a plan can work in your organization. By identify
ing key players and setting the stage for the planning process, you
can obtain buy-in and build consensus about your strategic plan.
The short-term preparation work that you do will pay off for your
plan in the long run, increasing its ultimate chance for success.

WHAT IS
IN THIS
SECTION?

This section outlines the steps you need to take when you prepare
for your strategic planning process. We discuss:

Step 1. Developing a strategic planning group
Step 2. Finding out if your organization is
ready for a strategic plan
Step 3. Establishing common ground for
strategic planning

1-1

Step 1.

Developing a strategic planning group
The first step in preparing for your strategic plan is to put together a plan
ning group. Your planning group can be formal or informal. Sometimes a
strategic planning group is a formal team chartered to create the plan
together. Other times, there is a core team of decision-makers and a loose
affiliation with other players who contribute feedback throughout the
process. The bottom line is to think critically about who can and should con
tribute to your strategic plan, and to get them involved early in the process.
You may not immediately know who to include in your planning group. A
comprehensive strategic planning process requires significant input from
both clients and stakeholders. Clients and stakeholders can contribute a
great deal to your planning process — as contributors, advisors, reviewers,
subject-matter experts, or even as financial backers.
Your clients and stakeholders are the people or groups who use your organi
zation’s services or are affected by your organization’s actions. Identifying
both your clients and your stakeholders will help you assess the current envi
ronment of your organization by giving you an understanding of who will
be affected by your plan or want to contribute input.
A client is anyone whose best interests are served by your organization, or
who receives or uses your organization’s resources or services. Organizations
may have many different clients. You can have internal clients (such as units
or employees in your organization) and external clients (such as crime vic
tims, allied service providers, or community members).
A stakeholder is any person or group with a vested interest in your organi
zation; or who can expect a certain level of performance or compliance from
your organization. Organizations may have many different stakeholders.
Stakeholders may not necessarily use the resources or receive the services of
a program; they may be advocates of the program or other community
members who are affected by the program.
As you develop your planning group, you will want to think about including
people both internal and external to your organization. Your strategic plan
ning group should be representative of key organization decision-makers,
but it should also rely on significant contributions from your stakeholders
(including community members or other partner groups) and even your
clients. You should ensure that your planning process allows you to get
feedback from a representative cross-section of people who are invested in
your organization.
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You might worry that bringing together the opinions and thoughts of so
many different people will make the planning process more difficult. Though
it may be harder to achieve consensus among a wide range of people with
different insights and interests, having such a range of input will greatly
benefit your plan. When people contribute valuable insights and data to the
strategic planning process, they are often more receptive to the final plan.
They will be naturally interested and encouraged to see the outcomes of
their contributions.
TOOLS FOR SECTION 1, STEP 1 includes more detail regarding
the client and stakeholder identification process. This section
has two checklists — a Stakeholder Analysis Checklist and a
Client Analysis Checklist. These checklists help you identify
your stakeholders and clients, and give guidance on how to
elicit and incorporate feedback from them.
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Step 2:

Finding out if your organization is ready
for a strategic plan
Once you have a planning group in place, you will be ready to determine
your organization’s readiness to plan. How well you analyze the conditions
under which strategic planning will take place can mean the difference
between your plan succeeding or failing. Assessing readiness can help identi
fy issues that may impede the process, opportunities for strengthening it,
and potential allies or supporters who will help move the planning process
forward.
To find out if your organization is ready for strategic planning you should:
■
Conduct a systematic assessment of your organization’s readiness to
plan.
■

Anticipate and prepare for the challenges of strategic planning.

2.1 Conduct a systematic assessment of your
organization’s readiness to plan
How do you determine if an organization is ready to plan? Like most ven
tures, strategic planning processes require a certain degree of readiness in
order to succeed. States, organizations, and individuals must be prepared to
make sure that the planning process will provide the maximum benefit. It is
important to recognize that conditions only need to be conducive—not per
fect—for planning to be successful. Planning takes time, coordination,
expertise, objectivity and preparation. By making sure that your organiza
tion is ready to invest these resources in the process, you will better ensure
your plan’s success. Additionally, if you find out that your organization is not
ready to plan, your group can stop and try to fix the situation before pro
ceeding with the strategic planning process.
Therefore, it is important to frankly and honestly gauge your organization’s
readiness to pursue a strategic planning process. There is no standard proce
dure or protocol for conducting a preliminary readiness assessment. There
are, however, some publications and authors that provide guidance about
how to determine an organization’s readiness to plan.
TOOLS FOR SECTION 1, STEP 2.1 includes a Pre-Planning
Readiness Checklist. This short checklist gives you “big pic
ture” concepts to think about as you decide whether to start
the strategic planning process.
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2.2 Anticipate and prepare for challenges
to strategic planning
The very process of strategic planning can be challenging and time-consum
ing. Often, the potential challenges to strategic planning are viewed as
excuses to simply not plan. However, many of these challenges to strategic
planning are quite common. By understanding these challenges in advance,
you can be ready to address them effectively so that your strategic plan stays
on track.

Challenges and solutions in strategic planning
The following ten challenges to strategic planning are based upon the expe
riences of states and jurisdictions that have successfully implemented strate
gic planning for victim services.
Challenge

Why does it happen?

How can you solve it?

Challenge 1.
Misunderstanding:
“All we have to do
is just write down
the things that we
want to do over
the next couple of
years. Why do we
actually need a
strategic plan?”

Sometimes VOCA administrators,
agency directors, and board mem
bers do not have a clear under
standing of what strategic planning
means. They are not informed or
convinced about the purpose and
benefits of developing such a plan.
To many, the term “strategic plan
ning” itself can be intimidating.
They do not know how to begin
the process so they stay away from
it.

Solution: First, thinking patterns
must be changed. Participants must
learn—and “buy in” to—the value
of planning. Done correctly, it looks
not only at where they want the
states, local jurisdictions, or organi
zations to go, but will examine
where they are and even where
they have come from. Strategic
planning is the “road map with a
commonly agreed upon destina
tion” to help create a set of goals
based upon a sound mission and
shared values.

Challenge 2.
Training: “I don’t
need anyone to
show me how to
write down goals
and objectives. I’ve
done this stuff for
years.”

Many victim assistance organizations
are grassroots programs with leaders
who may have a passion for what
they are doing, but have little or no
formal training in how to accom
plish it. The concept of “planning” is
difficult to comprehend when there
appears to be limited time and
resources for providing direct victim
services. Without training and tech
nical assistance or a basic under
standing of strategic planning, many
potential participants will not be
interested in joining a process that
should be inclusive.

Solution: The Strategic Planning
Toolkit has been designed in a man
ner to facilitate both training and
technical assistance about the
strategic planning process. States,
local jurisdictions and organizations
can utilize its many components—
as well as technical assistance avail
able from OVC’s Training and
Technical Assistance Center’s
(TTAC’s) strategic planning consult
ants—to guide strategic planning
initiatives or to receive training
about strategic planning processes.
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Challenge

Why does it happen?

How can you solve it?

Challenge 3.
Commitment: “I
think strategic
planning is fine, as
long as someone
else has the time
and resources to
do it.”

Strategic planning requires time as
well as human and financial
resources. Many VOCA administra
tors and agency directors feel that
they do not have the time to invest
in this significant effort while com
pleting their day-to-day require
ments for basic program manage
ment and victim assistance.

Solution: In order to be most effec
tive, the planning process has to be
viewed holistically, with each partic
ipant identifying some value or pos
itive outcome resulting from his or
her participation. The final plan
should yield useful results not only
for the strategic planning sponsors,
but for all states, organizations,
and individuals who contribute to
its success. Ideally, the planning
process will be integrated into the
organization’s operations on an
ongoing basis.
It’s helpful to find a person or a
team of persons—the change
agent(s)—who will drive the overall
project. These are people who are
well respected and committed to
seeing this project to its conclusion.
They have the enthusiasm to moti
vate participants and are commit
ted to being inclusive.

Challenge 4.
Funding Resources:
“We simply don’t
have it in the
budget. We have
to raise money for
services and noth
ing else! We have
to watch the bot
tom line!”
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The strategic planning process can
be costly in terms of time and
human resources. Project sponsors
must develop a budget and a timetask-cost plan that clearly delin
eates both costs and funding priori
ties when there are limited dollars
available.
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Solution: Yes, planning can be cost
ly, but not as costly as time wasted
on unfocused activities that do not
advance the mission of the organi
zation. Further, lack of resources
should never be an excuse not to
plan, given the situation.
The Determining resources portion
of Section 4: Implement, of this
Toolkit contains valuable informa
tion about resources for supporting
a strategic planning initiative. Many
funding sources see the value of
strategic planning and are encour
aging (and even requiring) agencies
to undertake the process. In addi
tion, local resources such as universi
ties and United Way programs can
support strategic planning initia
tives. Sometimes, professors are will
ing to use this initiative as a class
project or a graduate level individual
activity.

Challenge

Why does it happen?

How can you solve it?

Challenge 5. BuyIn: “I’m not sure
we need to do this,
but if others feel so
strongly about it,
go ahead.”

It is imperative that the leadership
of an organization agrees to under
go this process. Mere verbal assent
is not enough. “Buy-in” involves
everyone’s time, talents and
resources.

Solution: Potential participants
need to see how beneficial the
strategic planning process and
potential outcomes are. One way to
overcome this type of thinking is to
ascertain what the needs are of
those who are slow to come
aboard, and use these needs as a
“jump start.” However, it is impor
tant to draw parallels that demon
strate how their needs or concerns
impact other segments of the sys
tem. The idea here is to avoid any
undermining, while building a
stronger working team.

Challenge 6. Lone
Ranger Approach:
“It’s her duty as
director to come
up with the plan.
We’ll review it and
decide if it is the
way that we want
to go. We can help
if she needs
anything.”

Strategic planning is frequently
assigned to the Executive Director
to carry out. However, good plan
ning involves the collaborative
commitment and participation of
1
everyone.

Solution: If everyone participates,
then individuals are less likely to
attribute the blame to others for
problems with the plan. In addition,
working as a group can help
increase objectivity and focus the
plan, which otherwise might get
bogged down in personalities and
politics.

Challenge 7.
Denial: “I’m OK,
you’re OK.” “If it
ain’t broke, don’t
fix it!”

Good planning means looking at
oneself and the agency critically.
Planners have to sit and listen to
the truth, no matter how painful,
and accept it as beneficial to “the
big picture.”

Solution: The goal of a good strate
gic plan is to remedy some of the
problems the agency or jurisdiction
is facing in developing and/or
implementing its mission, vision,
goals, and objectives. It is not
designed to “sugar coat” the truth.
Sometimes it is good to take a hard
look at what has been and is cur
rently being done. If it is right, the
plan will confirm it.
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Challenge

Why does it happen?

How can you solve it?

Challenge 8. Time:
“I’ve checked my
calendar and I am
available on my
lunch hour on
Thursday and for
two hours on
Friday afternoon. If
the rest of the
board will make a
similar commitment, we can
knock this thing
out quickly!”

Strategic planning is seen as a long
and complicated process. There is
immense pressure to maintain serv
ices and generate funds. Many
VOCA administrators, agency direc
tors, and their board members feel
they simply cannot take on any
thing else.

Solution: You cannot develop a
strategic plan overnight. A wellmanaged organization builds
strategic planning into its normal
operations in an ongoing manner.
Strategic planning and implementa
tion requires a lot of time and energy. Although the demand for planning can appear overwhelming in
light of the day-to-day operations
of programs whose staff are need
ed for the planning process, states,
organizations, and individuals must
be made aware that the benefits
can outweigh the time challenge.

Challenge 9.
Getting Pertinent
Players to the
Table:
“I realize victim
services is important, but I don’t
think the Chief will
let me give any
more time.”

It can be challenging, at best, to
get all of the stakeholders to the
table to map out a blueprint for
the state’s, organization’s, or juris
diction’s programmatic direction.
People who serve on nonprofit
boards are often very busy and
over-committed, and VOCA admin
istrators and allied professionals are
under their own occupational time
and resource constraints. The “tra
ditional players” in victim services
do not always reflect the cultural,
gender, and geographic diversity
that is required for success.

Solution: A “time-task-responsibility
plan” can help determine whose
input is needed at what point in
the strategic planning process (a
sample is included in Section 2,
Assess, Tools). While core strategic
planning team members should
clearly understand what is required
of them in terms of time, the multitude of people who will contribute
to the planning process should be
asked to get involved with clear
expectations, as well as time com
mitments, provided. Ongoing
efforts should be made to ensure
that cultural competence is
achieved in terms of planning team
leadership and participation
throughout the planning process.

“I have a heavy
trial calendar and I
can’t devote any
more time to this.”
“Unfortunately,
running a major
corporation keeps
me really busy.
Maybe my secre
tary can sit in on
some of the
meetings.”
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Challenge

Why does it happen?

How can you solve it?

Challenge 10.
Finding the Right
Consultant: “No
one out there
understands what
we’re going
through.”

Admittedly, it can be difficult to
locate consultants who have some
knowledge about the victim service
field, but they are out there. Many
consultants have experience in
strategic plan development and
implementation, as well as other
skills, and can offer “process
expertise” to complement the vic
tim assistance expertise among
strategic planning team members.

Solution: You can use consultants
who have a good working knowl
edge of the field of victim assis
tance. Since a number of states
have developed strategic plans for
victim assistance, solid references
for consultants to guide the process
are readily available. In addition,
technical assistance for strategic
planning is available for VOCA
administrators and grantees from
the OVC Training and Technical
Assistance Center (866-OVC-TTAC).
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Step 3.

Establishing common ground
for strategic planning2
Finding common ground for your strategic planning process is critical to the
ultimate success of your plan. Your planning group and your organization
need to start from a common frame of reference. By making sure that
everyone is on the same page, you can better create a strategic plan that
meets everyone’s expectations. At the same time, you can ensure that your
planning process has a set of common ground rules so that people interact
respectfully and productively.
Whether you are engaging in a state-wide strategic planning process or a
local level process, a wide range of stakeholders will be involved. Each par
ticipant comes with his or her personal and organizational history, perspec
tives, experiences, successes, and visions. “Turf” issues are often cited as a
major hurdle in working cooperatively: programs and/or administrators
often seem reluctant to share information, resources, or ideas. Establishing
the “common ground” shared by participants leads to group appreciation of
the strengths brought by each member, a valuing of their potential contri
butions, and an understanding of the needs and wishes of all involved: an
important first step to countering “turf-ism.”
There are planning practice techniques designed to help groups of diverse
organizations or departments come together to form cooperative, effective,
and dynamic entities. From these entities—that must be founded on com
mon ground—you can enhance the “bottom line” of your plan—be it prof
its or services. The practices and techniques may have different design for
mats, but they share key commonalities that have proved very effective.
Whether working with a small internal group or one that is very large, com
plex and diverse, there are key principles that can help you create the final,
cooperative environment needed for action. You may choose to engage a
trained facilitator to lead a process designed specifically for this purpose or
you may develop your own methods. Either way, the key principles below
offer significant insights into promoting an environment for cooperation
and change.
Two important ways to help develop common ground are to:
■
Establish a foundation of trust and cooperation in your planning group,
and,
■
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Ensure that there is cultural competence in your planning group.
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3.1 Establish a foundation of trust and cooperation
among your planning group
For your plan to be a success, you must have an effective team. But creating
an effective team is about more than inviting the right people. It is also
about creating a productive and positive atmosphere where change can
happen.3
■
Establish a “strengths-based” approach. In any process, you will find ele
ments that are working. Identify those elements and capitalize on them.
When we think of Strategic Planning, we often tend to focus on the
weaknesses: “needs,” “gaps,” “deficiencies,” “frustrations,” “breaks in
services,” “funding declines,” etc. What we sometimes fail to consider
are the past and present practices that are working, supporting, and
enhancing services for victims. As you work in your planning group,
focus on how you can expand on what is working. Additionally, find
avenues for each participant or organization to enhance their contribu
tions to the process.
■

Develop relationships: the key to change. You should recognize and
value what each participant and organization brings to the table. Ask
questions to get people talking about what they believe is important in
the planning process. Set up activities that require inter-agency work.
And above all, remember that developing relationships among key
stakeholders is critical to the success of your ultimate plan.

■

Promote mutual sharing and learning among stakeholders. Everyone at
the table has something to offer. The more diverse the group, the richer
the opportunities to learn from each other.

■

Appreciate and apply lessons from past successes. Keep track of
changes, developments, and new practices, both positive and negative.
Your planning group should take what is working, improve it, and apply
it to new endeavors. Planning groups that create a historical timeline
that represents a shared history develop an understanding of each other.
They also tend to respect and value each other when they see what they
have accomplished together through often difficult circumstances.

■

Develop a shared vision for the future. Determine the ideal scenario and
then work together to identify ways to get there. Have participants
think about 5 to 10 years in the future. What would be the ideal situa
tion, and, most importantly, how would they get there? You can use fun
strategies including skits, songs, developing book titles and chapter
headings that describe the process, and having “60-minutes-type”
interviews.
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■

Gather together a diverse group where each person makes valuable
contributions: participatory change models. Diversity includes not only
gender and ethnicity, but also job responsibilities, personal styles, and
wide-ranging stakeholder groups. One model for large group strategic
planning states that if you don’t have some people at the table who
make you uncomfortable, you probably haven’t included all the stake
holders who should be there. Inclusion in the process leads to “buy-in”
and action.

■

Avoid a problem-solving process. Even though “needs” are identified,
strategic planning should involve looking for creative strategies to try,
not re-hashing the reasons for failure in the past. Focusing on problems
gives the process a negativity that can pervade and undermine the
work.

■

Recognize that language is important. Use positive, upbeat language.
Instead of saying “It won’t work,” say “Let’s try.” “Challenges” feel like
they are more easily overcome than “barriers.” It sounds simple, but
negative language can be intentionally (although maybe subconsciously)
used to sabotage some actions. Unintentionally using negative language
can support an environment counterproductive to change.

3.2 Ensure that there is cultural competence in your
strategic planning
When you work on your strategic plan, you need to focus on inclusivity—or
recognizing and valuing the diversity, backgrounds, experiences, and assets
of crime victims and those who serve them. Inclusion is integral to and nec
essary for the success of strategic planning.4
The National Institute of Justice, Pickett Institute defines cultural compe
tence as “a set of congruent behaviors, attitudes, beliefs, and policies that
come together in a system, agency, organization, or individual that enables
it to work effectively in cross-cultural situations.” To better understand
where you are in the process of becoming more culturally competent, it is
useful to think of the possible ways you can respond to cultural differences
from an organizational standpoint.
The Pickett Institute identifies six points along a developmental continuum
and the characteristics that might be exhibited at each position. Each stage
progressively builds on the former one and requires the participating organ
ization to assess the biases, prejudices, and assumptions it makes about peo
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ple who are different. A more personal examination requires individuals to
look at how they can provide support and direction and help improve the
way their organization deals with employees and volunteers. The points on
the continuum also help participating organizations develop and implement
policies, procedures, systems and practices to break the barriers that hinder
cross-cultural understanding and communication.5
1. Cultural Destructiveness. Organizations representing the first develop
mental stage adopt attitudes, policies, and practices that are destructive
to cultures and, consequently, to the individuals in the culture.
2. Cultural Incapacity. While the system or organization in developmental
level two does not intentionally seek to be culturally destructive, it lacks
the capacity to help minority clients or communities. Some examples
would be maintaining discriminatory hiring practices, sending subtle
messages to people of minority status that they are not valued or wel
come, and espousing lower expectations of minority clients.
3. Cultural Blindness. At the midpoint of the continuum, the system and its
agencies in developmental level three provide services with the
expressed philosophy of being unbiased, and feel that color or culture
makes no difference. They believe that helping approaches traditionally
used by the dominant culture are universally applicable. Such services
ignore cultural strengths, encourage assimilation, and blame victims for
their problems.
4. Cultural Pre-competence. The pre-competent organization at develop
mental level four realizes its weakness in serving certain cultural groups
and attempts to improve some aspects of their services to a specific pop
ulation. The danger at this stage is that an organization may take on a
false sense of accomplishment by feeling that by fulfilling one major
goal, it has met its obligation to a particular cultural group. Another
danger is tokenism. Hiring minority staff does not ensure that services
will be more accessible, staff will be more sensitive, and the needs of the
targeted cultural groups have been fully met.
5. Cultural Competence. Culturally competent organizations reflecting
developmental level five are characterized by acceptance and respect for
difference. They continue self-assessment regarding different cultures,
pay careful attention to the dynamics of difference, continuously expand
cultural knowledge and resources, and adapt service models to meet the
changing needs of various cultural groups. They also hire unbiased
employees and volunteers, and seek advice from and the involvement of
various cultural groups to improve services.
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6. Cultural Proficiency. The developmental level six organization holds cul
ture in high esteem. It supports and/or conducts research and develops
new approaches to serving different cultural groups, supports or pub
lishes the results of demonstration projects, and hires staff members
who are specialists in culturally competent practice.
Organizations that have successfully developed and implemented strategic
plans emphasize the importance of ensuring cultural competence in the
client/stakeholder identification process. Ensuring cultural competence
requires that, as part of the process, the organization seeks and incorporates
input and opinions from individuals and groups that are diverse by culture
and ethnicity (and also by gender, geography, disability, and life experi
ences). Strategic planning efforts should always try to reflect the clients ulti
mately served, as well those who are underserved and unserved (often due
to cultural marginalization). This may mean understanding and including
groups of people more representative of all clients and stakeholders.
TOOLS FOR SECTION 1, STEP 3.2, “What principles can you use
to ensure cultural competence?” discusses cultural compe
tence in more detail. It includes a definition of cultural com
petence in terms of selecting clients and stakeholders. It also
includes principles to follow to ensure cultural competence.

3.3 Apply cultural competence to strategic planning
In order to develop a planning process and a strategic plan that are cultural
ly competent, strategic planning team members must consider how cultural
competence affects the representation in your organization, the assistance
your organization provides, and organization members’ own feelings.

Cultural competence and how it affects the representation in
your organization
The level of cultural competence you achieve can affect:
■
How well diverse cultures and a wide range of points of view are repre
sented in strategic planning initiatives (i.e. on planning teams, advisory
boards, research, data collection and outreach efforts, and through pub
lic education initiatives, etc.)
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■

How programs are planned, implemented, and developed with respect
to cultural diversity.

■

Research about the impact of victimization, particularly any differences
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in how victims of various cultures are affected by crime, trauma, and
their treatment by justice processes and personnel and victim service
providers.
■

How you develop staff performance measures and program evaluation
criteria.

■

The need for participants in the strategic planning process to feel vali
dated, safe, and respected, regardless of their culture, ethnicity, gender,
geography, or disability.

■

How you plan to address the rights and needs of victims who have physi
cal or mental disabilities, and how you would plan to include representa
tives in planning efforts who can address important participation and
outreach issues (i.e., compliance with the Americans With Disabilities Act,
interpreters for the deaf, outreach resources in Braille, etc.).

Cultural competence and how it affects the assistance your
organization provides
The level of cultural competence you achieve can affect:
■
How crime victims of diverse cultures are viewed and treated by the jus
tice system and allied professional agencies and organizations.
■

How crime victims perceive their treatment, by collecting relevant data
throughout the planning process to document their treatment and per
ceptions.

■

Outreach and dissemination efforts that engage and involve representa
tives from culturally diverse communities as paid staff, partners, volun
teers, liaisons, and other important linkages to crime victims and allied
professionals.

■

How criminal and juvenile justice, victim service providers, and allied pro
fessionals are trained to identify and address the needs and concerns of
diverse cultures.

■

The need for language interpreters to facilitate strategic planning
processes, as well as basic implementation of victims’ rights throughout
the justice system, provision of system- and community-based victim serv
ices, and victim and community outreach.

■

The need to provide victim information and outreach resources in the
languages of the various cultures in your community (in print, audio,
video and Web-based formats).

■

How you ultimately develop a strategic plan that must incorporate and
address the needs of all victims of crime and those who serve them.6
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Cultural competence and how it affects organization
members’ feelings
The level of cultural competence you achieve can affect:
■
Strategic planning team members’ or program members’ own
feelings, perspectives, and possible biases that relate to strate
gic planning, collaboration, and the overall provision of victim
services.

ENDNOTES
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■

How you combat tokenism. Your focus on culturally diverse rep
resentation in strategic planning initiatives should be driven by
a desire for the best possible plan and outcomes, not a need to
achieve “bonus points” for diversity. If you do not recognize
and respect the contributions of diverse populations, they will
not have the positive impact that you need for real success.
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Tools for Section 1: Prepare
WHAT IS
IN THIS
SECTION?

This section contains tools you could use when you prepare your
organization for strategic planning. These tools apply to:

Step 1. Developing a strategic planning group
■

Stakeholders Analysis Checklist

■

Client Analysis Checklist

Step 2. Finding out if your organization
is ready for a strategic plan
■

Preplanning Readiness Checklist

Step 3. Establishing common ground
for strategic planning
■

Head Start’s Eight Multicultural Principles Checklist
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Step 1:

Developing a strategic planning group
1.1 Client/stakeholder identification and
incorporation process
We have included two checklists to help you fully identify your clients and
stakeholders so that you can incorporate their views into your strategic plan.

Stakeholders1 Analysis Checklist
Step 1: Identify who your stakeholders are
List all the primary stakeholders.
List all the secondary stakeholders.
List all the external stakeholders.
Identify all potential supporters and opponents of your project.
Identify your key stakeholders.
Identify the interests of vulnerable groups (e.g. the poor).
Rank all your stakeholders in importance to your project.
Note any new primary or secondary stakeholders that are likely to
emerge as a result of the project.
Step 2. Identify stakeholder interests
List the individual interests of each stakeholder. (Try to be objective and
look for covert interests as well as obvious ones.)
Record the stakeholders’ expectations of the project.
Catalog likely benefits for the stakeholder.
Determine resources the stakeholder will wish to commit (or avoid com
mitting) to the project.
Discover other interests the stakeholder has which may conflict with the
project.
Identify how the stakeholder regards others on the list.
Step 3. Assess the impact of your project on each stakeholder
Assess the impact of your project on each stakeholder – is it positive,
negative, neutral or unknown?
List which stakeholder interests converge most closely with project
objectives.
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Step 4. Assess the influence of each stakeholder on your strategic plan
Identify clearly who can influence your project.
Know where command and control rests in relation to budget;
in relation to clinical matters.
Identify leaders/champions.
Record who controls strategic resources. Will they commit these to your
project?
Catalog who has specialist knowledge crucial to your project. Will they
support you?
Determine who occupies a strong negotiating position in relation to
other stakeholders.
Step 5. Assess the level of stakeholder participation your plan will have
Decide which stakeholders you must involve as partners.
Evaluate which stakeholders need to be consulted with but who may not
wish to be active in the program.
Establish which stakeholders you need to keep informed only.
Step 6. Find out what your stakeholders think and want
Use the following tools (described in detail in Section 2, Assess, Tools) to col
lect this information:
Written or telephone surveys.
Focus groups.
User groups.
One-on-one interviews.
Client assessment surveys.
Client advisory committees or working groups.
Public hearings and meetings.
The Affinity Diagram process.
Step 7. Incorporate stakeholder feedback.
Use stakeholder feedback to:
Further build your strategic planning group.
Address problems that you identify in the strategic plan.
Communicate more effectively with them about the strategic planning
process. (Please see Section 5, Communicate, for more details.)
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Clients Analysis Checklist
Step 1. Identify who your clients are
List all groups of people who receive or use the resources and services
produced by your organization.
Record any new primary or secondary clients likely to emerge as a result
of the project.
Rank all your stakeholders in importance to your project.
Step 2. Identify client Interests
Decide what clients need from your programs.
Record what they want and expect.
Determine what other options clients have when obtaining similar
resources or services.
Identify the interests of vulnerable groups (e.g. the poor).
Establish who should receive or use such resources and services, but are
not adequately represented.
List the clients’ expectations of the project.
Identify likely benefits for the clients.
Step 3. Assess the impact of your project on each client group
Assess the impact of your project on each client group — is it positive,
negative, neutral or unknown?
Decide which client group interests converge most closely with project
objectives.
Step 4. Assess the level of client participation your plan will have
Determine which clients you must involve as partners.
Establish which clients need to be consulted with but who may not wish
to be active in the program.
Step 5. Find out what your clients think and want
Use the following tools (described in detail in Section 2, Assess, Tools) to
collect this information:
Written or telephone surveys.
Focus groups.
User groups.
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One-on-one interviews.
Client assessment surveys.
Client advisory committees or working groups.
Public hearings and meetings.
The Affinity Diagram process.
Step 6. Incorporate client feedback.
Use client feedback to:
Further build your strategic planning group.
Address problems that you identify in the strategic plan.
Communicate more effectively with them about the strategic planning
process. (Please see Section 5, Communicate, for more details.)
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Step 2.

Finding out if your organization is ready
for a strategic plan
2.1 Conduct a systematic assessment of your
organization’s readiness to plan
Pre-Planning Readiness Checklist
The Alliance on Nonprofit Management (ANA) has developed a short check
list to help you assess your organization’s readiness to plan. You can review
and address the following elements or conditions before you commit to
strategic planning.2

ANA Pre-Planning Readiness Checklist
❑ A commitment of active and involved leadership, with continuous
leadership engaged throughout the planning process.
❑ A resolution of major crises that may interfere with long-range
thinking during the process, commitment to the plan, and
participation in the planning process (e.g., insufficient funds for
next payroll, etc).
❑ Board and staff that are not embroiled in extreme, destructive
conflict.
❑ Board and staff who understand the purpose of planning and
what it can or cannot accomplish, as well as consensus about
expectations.
❑ Commitment of resources to adequately assess current programs
and the ability to meet current and future client needs.
❑ Willingness to question the status quo and to look at new
approaches to perform and evaluate the business of the
organization.
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Step 3:

Establishing common ground
for strategic planning

3.2 Ensure that there is cultural competence in your
strategic planning
What principles can you use to ensure cultural competence?
The Head Start Program is federally mandated to be culturally relevant and
multiculturally sensitive. Head Start has developed eight “multicultural prin
ciples” that must be reflected in its programming and are equally relevant
for organizations engaged in strategic planning. The principles are para
phrased below.

Head Start’s Eight Multicultural Principles Checklist3
Check off each principle as it is discussed in your strategic planning
process:
❑ Every individual is rooted in culture.
❑ The cultural groups represented in the communities and families
are the primary source for culturally relevant programming.
❑ Culturally relevant and diverse services require learning accurate
information about the culture of different groups and discarding
stereotypes.
❑ Addressing cultural relevance is necessary in all activities.
❑ Every individual has the right to maintain his or her own identity
while acquiring skills to function in our diverse society.
❑ Culturally competent programs reflect the community.
❑ Culturally relevant and diverse programming examines and
challenges institutional and personal biases.
❑ Cultural recognition and competence are incorporated in all
services.
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