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What is Strategic Planning?

• A process that can:
– Identify key issues impacting an organization
– Create awareness of world events and technology
– Bring key members of the organization together for 

strategic discussions
– Create action items to enhance the viability of the 

organization and better prepare for the future
– Motivate individuals to work common goals
– Stimulate innovation and entrepreneurship
– Prioritize activities when limited resources are available
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What Else Can Strategic Planning Be?

• It can also be a process that:
– Becomes steeped in non value-added activities
– Becomes a stand-alone “project”, sapping 

resources from the organization with little impact
– Creates barriers between management and the rest 

of the organization

There is nothing magic about strategic planning - it is the application of a set of 
tools that, when properly used, can focus the attention and expertise of leaders 
on critical decision making to ensure viability.  When communicated to the 
organization and supported by leaders, it can also be a powerful motivator to 
achieve high levels of efficiency and satisfaction.
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A Detailed View of Strategic Planning

Environmental Scan
• Interviews
• Review assessments
• Collect and review data
• Develop stakeholder set
• Examine market and

competitors

Planning Meetings
• Identify driving forces
• Identify strengths, 

weaknesses, opportunities
and threats

• Identify issues

Issues Development
• Issues analyses
• Strategic discussions
• Future visioning/Scenario

Planning

Strategy Development
• Identify strategies, tactics,

actions and teams
• Prioritize
• Develop time lines, metrics

and milestones
• Assign responsibilities

Strategy Deployment
• Publish Strategic Plan
• Publish summary pamphlet
• Brief and involve all

stakeholders

Monitor and Feedback
• Gather performance data
• Report status in public

meetings
• Improve process

But remember…the greatest value is the stimulation of strategic discussions!But remember…the greatest value is the stimulation of strategic discussions!

Strategic discussions occur in every step
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Creating the Environment for
Strategic Planning

• Commitment from senior management
• Quality time away from the workplace
• Commitment to open discussions
• Willingness to adapt to external events
• Focus by senior management on external events and 

strategic discussions concerning their impact
• Recognition of accomplishments and development 

of lessons learned from failures
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Tools of Strategic Planning

• Environmental Scan, SWOT, Driving Forces, Critical 
Uncertainties, Issues Management, Quality Tools
– Gathering available information on the organization, the external 

environment, and the competition – then discussing it in the context 
of the strategic position of the organization and using tools to analyze 
and summarize 

• Quality Criteria Guides – Baldrige
– A world-class process to allow an organization to better prepare itself 

in today’s highly competitive environment
• Process management/feedback – ISO 9001 and ISO 14001

– Ensures that critical organizational processes are documented and that 
progress is tracked and improvement strategies implemented

• Scenario Planning - Future Visioning
– A tool used to take a long view of the future - what strategies will 

position the organization for success no matter what happens
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Baldrige Criteria:
A World Class Process for Assessment

http://baldrige.nist.gov/Criteria.htm
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Baldrige Criteria:
The Organizational Profile

Used as an initial self-assessment, the Organizational 
Profile helps identify potential gaps in key information 

and provides a starting focus for performance 
requirements and business results

Used as an initial self-assessment, the Organizational 
Profile helps identify potential gaps in key information 

and provides a starting focus for performance 
requirements and business results
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Baldrige Criteria:
Strategic Planning

The Strategic Planning Criteria provides a methodology 
and guideline for an organization to ensure that it has 

a robust planning system

The Strategic Planning Criteria provides a methodology 
and guideline for an organization to ensure that it has 

a robust planning system
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ISO:
An International Process Standard

• ISO 9000 and ISO 14000 are families of standards 
• ISO 9001: 2000 is concerned with “quality management” – what an 

organization does to ensure that its products or services satisfy the 
customer’s quality requirements and comply with regulations.

• ISO 14001: 2004 is primarily concerned with “environmental 
management” – what an organization does to minimize harmful effects 
on the environment caused by its activities.

• Both standards require continuous performance improvement.
• Both ISO 9001: 2000 and ISO 14001: 2004 concern the way an 

organization goes about its work, and not directly the result of this 
work, in other words, they both concern processes, and not products.

http://www.iso.org/iso/en/ISOOnline.frontpage
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ISO:
An International Process Standard

“Last year, in announcing the detailed plans for moving to the NNSA of the Future, I 
said that the Federal work force would become ISO 9001 certified by the end of 2004.  
I got that date by assuming that we wouldn’t be able to start for a few months and 
looking at how long it has taken other large organizations to reach certification 
(typically about a year and a half).  I have concluded that I was too optimistic about 
our ability to combine ISO 9001 certification with our other organizational changes.  
We will delay obtaining certification until the end of 2005 and focus on documenting 
our key business management systems over the next year.

While this may illustrate nothing more than my ability to guess wrong, I think it also 
illustrates an important principle.  It is desirable to plan boldly.  My experience is that 
we very seldom implement more than we plan to, although we often implement less.  
But, at the same time, I think it is important to be ready to tailor plans to reality.  
We’ve done that in adding 40 or so people to our initial estimates of Site Office 
manning.  The decision to delay ISO 9001 certification is another example of 
recognizing reality.

Administrator Linton Brooks
Lintgram #19

November 19, 2003



12

What is Scenario Planning?

12

A tool used to stretch the 
imagination of leaders to 

anticipate and prepare for 
probable futures and to 

speculate and ponder upon 
improbable futures…
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What is Scenario Planning?
A tool for ordering one’s perceptions about alternative future
environments in which one’s decisions might be played out*

A tool for helping take a “long view” in a world of great
uncertainty

A way of liberating people’s insights

A tool to make better decisions about the future

Like dreams - a rehearsal of possible futures

A modern day hearth for people to gather around and talk about
what might be

The ability to act both with confidence and a full knowledge of
the uncertainties that lie ahead

*Official definition by Global Business Network – http://www.gbn.org
13
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Scenarios Are Not…

About predicting the future

An accurate picture of 
tomorrow

A science

Conceived of one at a time



1515

The Scenario Process
1. Identifying the Focal Issue

• Interview of senior management or decision-makers - create mental map and formulate current
situation.  Develop picture of the “official future”.  Draft focal issue/question.

2. The Key Factors
• Brainstorm and discuss all of those factors that impact the Focal Issue.

3. The Environmental Forces
• Looking at the Key Factors, identify all of the driving forces that have influence - use the STEEP

model to help (Social, Technological, Economic, Environmental, Political).
4. The Critical Uncertainties

• Narrow down and consolidate the driving forces, separate into the most important and most uncertain
(set aside those that are predetermined).  Revisit Focal Issue - is it the correct one?

5. The Scenario Logics
• Using the most important and most uncertain driving forces, begin to construct the axes of the

scenario matrix.  Test various combinations to identify the ones that will be most useful.
6. Scenarios

• Using time lines with a beginning, middle and end, significant events and other tools, develop the
outline of your scenarios.  Use your best creative writer and two or three team members to add text to
the scenario.  Review and enrich with your team.

7. Implications
• Discuss the implications of the scenarios created - are they rich, do they represent interesting and

complimentary worlds?
8. Early Indicators

• Rehearse and construct the scenarios - what are the indicators (along a timeline) that would lead to
those worlds.  These become research areas.

9. Research [addendum]
• Use early indicators as research areas, monitor external world and national sources for events related

to indicators.
10. Analysis and Conclusions [addendum]

• Analyze research and discuss implications.  Formulate consensus on where your world is moving -
are your strategies and tactics still robust and correct.  Does emphasis need to be added somewhere, or
a new initiative formed?
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What Scenarios Require
A constant feeding through rich, diverse, and thought-provoking 
information
Becoming aware of your own “filter” and continuously readjusting it to let 
in more data about the world
Educating yourself on the views of others
Research, research, research
Keeping track of new technologies, one of the most important drivers of 
future events
Knowledge of the “fringes”
An understanding of the driving forces – Society, Technology, Economics, 
Environment, and Politics
Vocabulary, imagery and rhythm
Remarkable people
A Champion and support resources
Understanding of the mental maps of decision makers
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The “Archetypes”
• The Chairman
• The Cynic
• The Timorous
• The Disengaged
• The Contrarian
• The Process Checker
• The Threatened
• The Pragmatist
• The Evaluator
• The Creative Enthusiast

Bringing the Team Together

17
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Allowing for the Improbable

“Nightmare Scenarios” must be reviewed by “non-owners” of the system for validation“Nightmare Scenarios” must be reviewed by “non-owners” of the system for validation

Defense News, September 17-23, 2001
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Identifying Robust Strategies

      THE GLOBAL NUCLEAR DANGER

Scenario A Scenario B

Scenario C Scenario D

• Growing incidents of nuclear leakage
create an inevitable path toward use by
rogue states
• US abandons Nunn-Lugar and
reestablishes a testing readiness posture
• US abrogates ABM treaty and deploys an
ABM system
• Nuclear incident of 2000

• Fissile Cut-Off Treaty signed
• NPT sets date for total elimination
of Nuclear Weapons
• START III leapfrogs Start II
• MPC&A technologies evolve and
are embraced by nuclear states

•CTBT Stalls
•Russia political and economic
upheavals drive return to nationalism
•Nuclear Weapons remain the power
symbol for nation states - Nuclear
weapons states abound
• Russia resumes testing to ensure
viability of stockpile
•North Korea Tests, Israel announces
NWS status, Iran and Syria announce
plans for nuclear programs

The Proliferation
of Nuclear
Weapons States
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“The Dominos Fall”

• CTBT succeeds - SBSS used
as bargaining chip
•India and Pakistan disarm
• START III implemented, but
to levels that assure non-NWS
some level of security
• Iraq invaded
• Russian economic reforms
and Western intervention
begins road to improvement
•Famine in North Korea
creates basis for unification

“A Delicate Balance”

“Prepare for the Terrorists”

“A Glimmer of Hope”

J. Jekowski
September 9, 1998

Strategy A-1
Strategy A-2
Strategy A-3

Strategy B-1
Strategy B-2
Strategy B-3

Strategy C-1
Strategy C-2
Strategy C-3

Strategy D-1
Strategy D-2
Strategy D-3

Many scenario developments will 
identify a small number of strategies 
in each scenario that are similar -
these are the “robust strategies” that 
should take top priority for the 
organization - allowing it to be 
better prepared no matter what world 
evolves.  By rehearsing other 
strategies for each future world, the 
management team is better prepared 
to respond to any event

19
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Presentation Tools for Management
SCENARIO INDICATOR WHEEL

Simplified tools such as this Scenario Indicator Wheel and Vector Diagram analysis tool allow 
the management team to focus on research areas in their day to day activities, providing 
many “sets of eyes” to identify critical events that may indicate a movement toward one 

particular future world.

TheThe
FutureFuture
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Management teams need tools to assist in the constant visualization of Scenarios:
• Tools that focus on research areas - and short summaries of recent events based on that 
research
• Graphical diagrams that reflect the “consequences” of critical events that may cause a
discontinuity in the timeline toward the future

Management teams need tools to assist in the constant visualization of Scenarios:
• Tools that focus on research areas - and short summaries of recent events based on that 
research
• Graphical diagrams that reflect the “consequences” of critical events that may cause a
discontinuity in the timeline toward the future

      Strategy Wind-Tunnel Tool -  VECTORS - 2/13/97

Scenario A Scenario B

Scenario C Scenario D

(+)

(-)

(+)(-)

“The New Cold War”

“Eco-Tech Wars”
“The New Arms Race”

“Their Problem”

“Sharing the Growth”
“Toward Utopia”

•Fragmented
•Conflict laden
•Slower economic growth
•Restricted  trade

•Cohesive
•Tending toward compromise
•Faster growth
•Open trade

•Small regional wars
•Isolated impacts
•Civil war type conflicts

•Global impacts
•Super power level
  conflict
•Cross border

Nature of threats to US Interest
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•  Budget balancing legislation in sight
• DOE abolishment legislation (S.236) resubmitted,
Domenici willing to talk about restructuring
• CTBT passed by U.N.
• Helms drives isolationism
• Retired Generals and Admirals statement against
nuclear weapons

• Russian economic and political turmoil
• India position on CTBT
• DOE abolishment legislation (S.236) resubmitted,
Domenici willing to talk about restructuring ABM
discussions
• NATO expansion opposition by Russia
• Failure of Duma to approve START II
• CWC arguments
• Conference on Disarmament stalemate

• New Global partnerships being formed
• Privatization of K-25, Industrial partnership
initiatives by laboratories
• Growing fringe voice for abolition of nuclear
weapons
• NATO expansion pushed
• New Secretaries of State & Defense & UN
Ambassador
• Growth of accelerator science at laboratories
• DNA becomes DSWA

•Foreign nuclear technology
partnerships being formed
• “Nuclear Anarchy” study
• CTBT proceeds with difficulty
• SBSS supported by new Secretary
• India reasserts ties with Russia and
“nuclear option”

Vector Analysis Tool
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Developing Time Lines and 
Assigning Responsibilities

• Realistic timelines must be assigned to key goals, 
strategies and objectives
– Well thought-out metrics must be tied to each
– Individuals/teams must be assigned ownership
– Simplified reporting mechanisms must be established
– Management attention must be paid throughout

2003                          2004                              2005           2006

Cooperative Agreement
March 1, 2003

National Advisory Board
June 19-20, 2003

Exec./CC/IS meeting
May 5-8, 2003

All Scientists meeting
Sept. 18-21, 2003

Network Office Strategic Planning Process

Executive/CC Strategic Planning Process

EC report to NSF on 
Strategic Plan

Feb.2004
Budget Proposal

CC Adopts Bylaws and 
Strategic Plan

Network Office 
Strategic Planning

June 5-6, 2003

Draft Network 
Strategic Plan

Network Office Annual 
report Year 1

Budget Proposal
Dec. 1, 2003

Network Office 
Annual report Year 2

Dec. 1, 2004
Include details of 
strategic planning 

process
Budget Proposal

Network Office 
Annual report Year 4

Dec. 1, 2006

Implement more effective system of management and bi-directional

communication between Network Office and LTER research community

Review by NAB and Project Director

Network Office 
Annual report Year 3

Dec. 1, 2005

Major site review by 
NSF

October, 2005

2008
Renewal

Process for Network 
Office Contract

Renewal proposal request
Submission by June 1, 2008

Continue dynamic review of Strategic Plan

Continue dynamic review of Strategic Plan

Current Network Office 
contract ends Feb. 28, 2009

Possible ILTER 
grant competition

COSI
Meeting
Late July

Town Meetings
ILTER meetings

SP Working Groups

Mini Symposium at OSTP?
(NAB Meeting?)

Chair Election
April

CC Meeting

New Sites

UNM Annual
meeting

UNM Annual
meeting

UNM Annual
meeting UNM Annual

meeting

ASM Survey

Site Survey
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Publicizing the Plan

• Provides the necessary public/peer pressure 
through organizational and management changes

• Builds organizational focus and trust
• Acknowledges work of organization
• Provides the basis for budget requests



23

Process Management/Feedback
• Strategies and Actions must be tracked to ensure not only 

that they are being accomplished, but also to ensure 
unwanted behaviors and unintended consequences are 
not being driven by them

• Simplified reporting is a key, but must be sufficient to 
create strategic discussions

• Leadership and staff must
be willing to accept changes
and discard strategies and
actions that are no longer
pertinent 

1998-2004 

Strategic Tactic/Action Progress Areas

Improvement Opportunities Action Plans for Improvements

Status

On Schedule Minor Problems Major Problems

STRATEGY  #1
Position NM MESA for greater financial stabilityJan-June, 1999

• Fill in this area with specific progress items

• Describe how the improvement opportunities will be implemented• Identify “opportunities” for achieving
the strategy/tactic/action

E. Expand partnerships with federal agencies in
New Mexico

Strategy Leader

Team
Evangeline Sandoval Trujillo,
Roberto Valenzuela, Elizabeth
Gallegos, Miquel Robles, Jack
Jekowski
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In the Final Analysis

• Strategic Plans are only of value if they are in 
constant use

• The strategies and actions developed today might 
not be the right ones for tomorrow
– The more robust and complete your planning process is, 

the more long-lived your strategies will be

• A constant refreshing of the strategic plan is 
required based on data, feedback, external driving 
forces and the resulting open, strategic discussions


