
Business Analysis and Business Analysis and 
Decision Making StrategyDecision Making Strategy

Methods and Approaches for Methods and Approaches for 
Designing and Sustaining Your Designing and Sustaining Your 

OrganizationOrganization’’s Futures Future
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Russell Consulting, Inc.Russell Consulting, Inc.
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The Fallacies of Strategic PlanningThe Fallacies of Strategic Planning

1.1. The future is predictableThe future is predictable vs. the future is vs. the future is 
unknowable.unknowable.

2.2. StrategicStrategic planning protects the organization planning protects the organization 
vs.vs. nothing protects/insulates.nothing protects/insulates.

3.3. Organizational alignment assures successOrganizational alignment assures success
vs. strategic control can stifle innovation.vs. strategic control can stifle innovation.

4.4. The plan provides a roadmapThe plan provides a roadmap vs. there are vs. there are 
no roadmaps that chart uncertainty.no roadmaps that chart uncertainty.
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The Fallacies, continued . . .The Fallacies, continued . . .

5.5. The plan prepares people to be strategic The plan prepares people to be strategic 
thinkers when neededthinkers when needed vs. strategic planning vs. strategic planning 
isnisn’’t strategic thinking.t strategic thinking.

6.6. The leadership team develops strategyThe leadership team develops strategy vs. vs. 
strategic thinking and action is everybodystrategic thinking and action is everybody’’s s 
business.business.

7.7. The strategic plan enables learning and The strategic plan enables learning and 
growthgrowth vs. learning and growth are nonvs. learning and growth are non--
linear and serendipitous (maybe it will linear and serendipitous (maybe it will 
happen, and maybe it wonhappen, and maybe it won’’t!).t!).
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1.1. A compelling vision of what is possible and a core A compelling vision of what is possible and a core 
ideology what the organization believes.ideology what the organization believes.

2.2. Sensitive and adaptive to a changing world.Sensitive and adaptive to a changing world.

3.3. People feel a sense of community/belonging.People feel a sense of community/belonging.

4.4. A driving commitment to new ideas, learning, A driving commitment to new ideas, learning, 
innovation, and continuous improvement.innovation, and continuous improvement.

5.5. A freeA free--flow of divergent ideas, information and flow of divergent ideas, information and 
knowledge.knowledge.

6.6. A front line that has the capacity to act independently.A front line that has the capacity to act independently.

7.7. Reward systems that are fair, equitable, and which Reward systems that are fair, equitable, and which 
reward innovation, risk taking, and quality.reward innovation, risk taking, and quality.

8.8. Conservative with financial and other resources.Conservative with financial and other resources.
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Strategic Planning Is . . .Strategic Planning Is . . .
Strateg(osStrateg(os)) ―― the art of the general.the art of the general.
A A systematicsystematic process for making decisions and process for making decisions and 
managing work to guide an organization towards managing work to guide an organization towards 
its desired outcomes.its desired outcomes.

Making decisions with an Making decisions with an awareness of the futureawareness of the future
and an awareness of the implications of each and an awareness of the implications of each 
futurefuture--minded decision.minded decision.

Organizing systematicallyOrganizing systematically the actions of work the actions of work 
areas, teams, and individuals to carry out these areas, teams, and individuals to carry out these 
futurefuture--minded decisions.minded decisions.

Measuring the resultsMeasuring the results of these actions and of these actions and 
decisions against expectations.decisions against expectations.
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VisionVision —— A description of the A description of the idealideal future and the outcomes it future and the outcomes it 
hopes to create for its stakeholders.hopes to create for its stakeholders.

Mission StatementMission Statement —— A description of who the organization A description of who the organization 
serves and how the organization will structure itself.serves and how the organization will structure itself.

Core Values and BeliefsCore Values and Beliefs —— Statements of belief describing Statements of belief describing 
behaviors/ideas to guide actions.behaviors/ideas to guide actions.

Strategic IssuesStrategic Issues —— Key issues to address to close the gap Key issues to address to close the gap 
between the between the idealideal and the and the real.real.

Critical Success FactorsCritical Success Factors —— Broad measures indicating that the Broad measures indicating that the 
organization is making progress towards the vision.organization is making progress towards the vision.

Department/Unit Strategic PlansDepartment/Unit Strategic Plans —— The longThe long--range plan each range plan each 
department creates to translate the plan into department department creates to translate the plan into department 
action.action.

Annual Operational/Budgeting PlansAnnual Operational/Budgeting Plans —— The decisions/actions The decisions/actions 
that departments, work teams, and individuals will take to that departments, work teams, and individuals will take to 
implement the strategic agenda.implement the strategic agenda.



Repeatedly doing Repeatedly doing 
the same things the same things 
in the same way in the same way 
and expecting and expecting 
differentdifferent results.results.

IInnssaanniittyy . . .. . .
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1.1. Clarify and gain consensus around Clarify and gain consensus around 
organizational organizational strategystrategy..

2.2. CommunicateCommunicate this strategy throughout the this strategy throughout the 
organizationorganization——and to its customers.and to its customers.

3.3. Align departmental and personal Align departmental and personal goalsgoals to to 
the overarching organizational strategy.the overarching organizational strategy.

4.4. Identify and align strategic Identify and align strategic initiatives.initiatives.

5.5. Guide Guide decision makingdecision making by leaders, by leaders, 
managers, and staff.managers, and staff.

The Purpose of Strategic Planning . . .The Purpose of Strategic Planning . . .
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6.6. Guide Guide resourceresource allocation and budget planning.allocation and budget planning.

7.7. Measure/evaluate the organizationMeasure/evaluate the organization’’s s progressprogress in in 
achieving its vision and strategy.achieving its vision and strategy.

8.8. Identify organization Identify organization assetsassets or strengths.or strengths.

9.9. Identify opportunities for Identify opportunities for improvementimprovement and and 
learning.learning.

10.10. Direct skill and knowledge Direct skill and knowledge buildingbuilding efforts.efforts.

11.11. Increase the organizationIncrease the organization’’s ongoing s ongoing relevancerelevance to to 
the marketplacethe marketplace..

The Purpose of Strategic Planning . . .The Purpose of Strategic Planning . . .
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If you donIf you don’’t know where t know where 
youyou’’re going . . .re going . . .

Any road will get you there.Any road will get you there.

© 2005, Photograph by Jeff Russell
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Strategic Thinking and Strategy Formulation and ImplementationStrategic Thinking and Strategy Formulation and Implementation

Analysis Decision Making

Evaluation Implementation

Synthesis

Action

Strategy Formulation

Strategy Implementation

Strategic 
Thinking
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Strategic Thinking Is . . . Strategic Thinking Is . . . 
Strategic thinking is looking at oneself, the organization, Strategic thinking is looking at oneself, the organization, 
customers, cocustomers, co--workers, and the environment in such a workers, and the environment in such a 
way that the way that the ““thinkerthinker”” is able to see his or her work is able to see his or her work 
(actions and decisions) within a larger context.(actions and decisions) within a larger context.

This larger context involves knowing:This larger context involves knowing:
the the purposepurpose or aim of the organizationor aim of the organization

the purpose, role, and value of the the purpose, role, and value of the personperson’’s s 
contributioncontribution

the the core valuescore values that express the aspirations of the that express the aspirations of the 
cultureculture

the the current and future needscurrent and future needs of his/her of his/her customerscustomers

a profound awareness of what is occurring in the a profound awareness of what is occurring in the 
organizationorganization’’s s environmentenvironment
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Strategic ThinkingStrategic Thinking
Strategic thinking involves . . .Strategic thinking involves . . .

1.1. Holding an image of the Holding an image of the visionvision or ideal future in oneor ideal future in one’’s minds mind

2.2. Drawing upon and being shaped by the organizationDrawing upon and being shaped by the organization’’s s corecore
valuesvalues

3.3. Continuously Continuously scanning the environmentscanning the environment —— looking for looking for 
opportunities and threatsopportunities and threats

4.4. Seeing the Seeing the patterns and relationshipspatterns and relationships in events and in events and 
circumstancescircumstances

5.5. Recognizing the Recognizing the interconnectionsinterconnections and and interdependenciesinterdependencies
before making decisions and taking actionbefore making decisions and taking action

6.6. Making decisions and taking actions for the Making decisions and taking actions for the longlong--termterm that that 
are shaped by the vision, core values, awareness of the are shaped by the vision, core values, awareness of the 
environment, and awareness of the interdependencies.environment, and awareness of the interdependencies.



Control your destiny . . . Or Control your destiny . . . Or 
somebody else will!somebody else will!

—— Jack Welch, former CEOJack Welch, former CEO
General ElectricGeneral Electric

©© 2007, Photography by Jeffrey Russell2007, Photography by Jeffrey Russell
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Mission 
Statement

Environmental Scan

Daily Behaviors and 
Practices

Reward SystemsReinforce

Organizational Values,
Beliefs, and Principles

Visioning Session
[The “Black Box” of 

Strategy Formulation]

Vision 
Statement

Strategic 
Issues

Organizational 
Outcomes

Team and Individual 
Performance Goals

Tracking, and 
Evaluation Systems

Operational and 
Tactical Planning

Strategic
Planning

Internal Capacities 
Assessment

Strategic Plan

Strategic and Operational Plans at
Organizational and Work Unit Level

Resource 
Allocation

Lessons Learned

Emerging Issues

Revisions to 
the Plan

From: From: Strategic Planning 101Strategic Planning 101
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S. P. Schools of ThoughtS. P. Schools of Thought
Design School — Views strategy formation as a process of Views strategy formation as a process of 
conceptionconception —— usually by the leadershipusually by the leadership..

Planning School — Views strategy formation as a Views strategy formation as a formalformal, , 
stepstep--byby--step process (done by step process (done by plannersplanners).).

Positioning School — Views strategy formation as an Views strategy formation as an 
analyticalanalytical process.process.

Entrepreneurial School — Views strategy formation as a Views strategy formation as a 
visionaryvisionary process (usually by the founders/owners).process (usually by the founders/owners).

Cognitive School — Views strategy formation as a Views strategy formation as a mentalmental
process.process.
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S. P. Schools of ThoughtS. P. Schools of Thought
Learning School — Views strategy as an Views strategy as an emergentemergent process. process. 

Power School — Views strategy formation as a Views strategy formation as a negotiationnegotiation
process.process.

Cultural School — Views strategy formation as a Views strategy formation as a collectivecollective
process.process.

Environmental School — Views strategy as a Views strategy as a reactivereactive
process.process.

Configuration School — Views strategy as a process of Views strategy as a process of 
transformation.transformation.



ItIt’’s not enough to be industrious; s not enough to be industrious; 
so are the ants.  What are you so are the ants.  What are you 
industrious about?industrious about?

––Henry David ThoreauHenry David Thoreau

© 2005, Photograph by Jeff Russell



Destiny is no matter of chance. It is a Destiny is no matter of chance. It is a 
matter of choice: It is not a thing to be matter of choice: It is not a thing to be 
waited for, it is a thing to be achieved.waited for, it is a thing to be achieved.

—— William Jennings BryanWilliam Jennings Bryan

© 2008, Photograph by Jeff Russell
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Stages of Developing a Stages of Developing a 
Strategic PlanStrategic Plan

Stage 1 Stage 1 

Stage 2Stage 2

Stage 3Stage 3

Stage 4       Stage 4       

A.A. Take Stock of the PresentTake Stock of the Present
B.B. SWOT AnalysisSWOT Analysis

A.A. Create a Shared VisionCreate a Shared Vision
B.B. Define Key Values/BeliefsDefine Key Values/Beliefs

A.A. Identify Critical IssuesIdentify Critical Issues
B.B. Develop Goals and PlansDevelop Goals and Plans

A.A. Develop Operational PlansDevelop Operational Plans
B.B. Monitor, Evaluate, and ReviseMonitor, Evaluate, and Revise
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Stage One ActionsStage One Actions
Gather performance Gather performance data.data.

Identify Identify statutes statutes andand lawslaws that affect the that affect the 
organization.organization.

What is the What is the currentcurrent mission and goals?mission and goals?

Assess how Assess how successfulsuccessful the organization has been in the organization has been in 
achieving its mission/goals.achieving its mission/goals.

Gather data from employees, customers, and other Gather data from employees, customers, and other 
stakeholders using focus groups, surveys, and stakeholders using focus groups, surveys, and 
interviews on their interviews on their perceptions of the organization.perceptions of the organization.

Assess the Assess the external forcesexternal forces influencing the influencing the 
organizationorganization’’s future.s future.



"Success is the child of "Success is the child of 
audacity."audacity."

—— Benjamin DisraeliBenjamin Disraeli
Former British Prime MinisterFormer British Prime Minister
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Stage Two ActionsStage Two Actions

Ask people what the organization should Ask people what the organization should aspireaspire to to 
accomplish or create for customers, the community, etc.accomplish or create for customers, the community, etc.

Explore peopleExplore people’’s expectations of the s expectations of the core valuescore values that that 
should govern the way employees work together, make should govern the way employees work together, make 
decisions, server customers, etc.decisions, server customers, etc.

Conduct Conduct focus groups, interviews, focus groups, interviews, and and surveyssurveys to gather to gather 
data on expectations, aspirations, and hopes and core data on expectations, aspirations, and hopes and core 
values.values.

Gather information from people at Gather information from people at all levelsall levels (inside and (inside and 
outside).outside).

Create a truly Create a truly shared visionshared vision by inviting people to by inviting people to 
contribute their ideas, to make it theirs.contribute their ideas, to make it theirs.
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Stage Three ActionsStage Three Actions
Ask people to Ask people to identify the issuesidentify the issues (from SWOT) that (from SWOT) that 
are most likely to influence the organizationare most likely to influence the organization’’s future.s future.

ClarifyClarify each area for action: do we know what the each area for action: do we know what the 
goal of addressing an issue is? How critical to the goal of addressing an issue is? How critical to the 
organization is it that it achieves this goal?organization is it that it achieves this goal?

Involve people in Involve people in prioritizing the issuesprioritizing the issues from greatest from greatest 
impact on the vision to least impact.impact on the vision to least impact.

For each strategic issue, develop a For each strategic issue, develop a detailed action detailed action 
planplan that spells out the goals/outcomes, measures of that spells out the goals/outcomes, measures of 
performance, key actions, who will take action, and performance, key actions, who will take action, and 
the timeline for moving forward.the timeline for moving forward.



©© 2009, Russell Consulting, Inc.2009, Russell Consulting, Inc. www.RussellConsultingInc.comwww.RussellConsultingInc.com

Stage Four ActionsStage Four Actions
Each department develops an Each department develops an operational planoperational plan ―― each each 
goal/objective should relate to key organizationgoal/objective should relate to key organization--wide strategic wide strategic 
objectives.objectives.

Some issues at the organizational level may be specific to a Some issues at the organizational level may be specific to a 
specific specific department or work areadepartment or work area..

Collaborative effortsCollaborative efforts (across departmental boundaries) should be (across departmental boundaries) should be 
initiated to achieve synergy and avoid duplication and the initiated to achieve synergy and avoid duplication and the ““silosilo””
effect.effect.

Develop a Develop a reporting/communication processreporting/communication process to keep all players to keep all players 
involved, responsible, accountable, and informed.involved, responsible, accountable, and informed.

Develop Develop semisemi--annual annual ““checkschecks”” on progress on progress ―― measuring results measuring results 
against the vision, critical success factors, and individual goaagainst the vision, critical success factors, and individual goal l 
measures.measures.

Ensure Ensure accountabilityaccountability by building measurement and progress by building measurement and progress 
reports on the plan into the routine processes of individual reports on the plan into the routine processes of individual 
departments. departments. 

Make adjustmentsMake adjustments to the plan as it unfolds . . .to the plan as it unfolds . . .



The 4The 4--Phase S.P. ProcessPhase S.P. Process
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In the presence of a great dream, In the presence of a great dream, 
pettiness disappears.pettiness disappears.

In the In the absenceabsence of a dream, of a dream, 
pettiness prevailspettiness prevails..

©© 2007, Photograph by Jeff Russell2007, Photograph by Jeff Russell
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The Balanced ScorecardThe Balanced Scorecard

Goals Measures

Human Resources

Goals Measures

Financial Management

Goals Measures

Customer Service & Support

Goals Measures

Systems/Process Management

Goals Measures

Organizational Learning & Growth

Balancing serving Balancing serving 
customers and managing customers and managing 
resources with people, resources with people, 
learning, and systems learning, and systems 
improvementimprovement

LongLong--term success term success 
involves serving ALL involves serving ALL 
these these ““masters,masters,”” not not 
just onejust one
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An Effective Vision . . .An Effective Vision . . .

Captures peopleCaptures people’’s imagination and engages their s imagination and engages their 
spirit.spirit.

InspiresInspires people to excellence.people to excellence.

Provides a clear and compelling Provides a clear and compelling focusfocus in a changing in a changing 
world.world.

Provides a Provides a benchmarkbenchmark for evaluating our actions.for evaluating our actions.

Challenges people to Challenges people to uniteunite and focus their and focus their energies.energies.



A Vision of
the Possible

Tradition &
The Status

Quo

Where You
are Now

Pulling Forward

Pulling Backward

We should value the past for We should value the past for 
enabling us to be where we enabling us to be where we 
are . . . But not let it trap us are . . . But not let it trap us 
into old behaviorsinto old behaviors The more compelling The more compelling 

the vision, the the vision, the 
greater the greater the ““pullpull””
away from the past away from the past 
and presentand present

© 2005, Photograph by Jeff Russell



Where there is no vision, the Where there is no vision, the 
people perish.people perish.

—— Proverbs 29:18 Proverbs 29:18 

© 1985, Photograph by Jeff Russell
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Creating a Shared VisionCreating a Shared Vision

Post Card from the FuturePost Card from the Future

Front Page News from 2020Front Page News from 2020

MetaphorsMetaphors

Telling StoriesTelling Stories



©© 2009, Russell Consulting, Inc.2009, Russell Consulting, Inc. www.RussellConsultingInc.comwww.RussellConsultingInc.com

A

B

CThe Arrows of The Arrows of 
Organizational Organizational 
AlignmentAlignment

Which organization Which organization 
would you like to would you like to 
work for?work for?
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Defining the Strategic AgendaDefining the Strategic Agenda

Review the results from the SWOT analysis.Review the results from the SWOT analysis.

Identify areas that are likely to have the Identify areas that are likely to have the 
greatest possible impact on achieving the greatest possible impact on achieving the 
vision.vision.

Identify Identify ““high leveragehigh leverage”” areas areas —— a small a small 
action here can lead to significant gains.action here can lead to significant gains.

Ensure that you have a Ensure that you have a ““balanced balanced 
scorecard.scorecard.””
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The Strategic AgendaThe Strategic Agenda

Transforms the vision into actionTransforms the vision into action
Reflects the priorities that must be Reflects the priorities that must be 
addressedaddressed
Commits resourcesCommits resources
Focuses on shortFocuses on short--term outcomes term outcomes 
toward the visiontoward the vision
Measurable . . . Measurable . . . 
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S S —— SpecificSpecific

M M —— MeasurableMeasurable

A A —— Accepted Accepted 

R R —— RealisticRealistic

T T —— TimeTime--BasedBased
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Barriers to ImplementationBarriers to Implementation
1.1. The failure to use an The failure to use an inclusiveinclusive process.process.

2.2. The failure to create a strategic vision and The failure to create a strategic vision and 
plan that is truly plan that is truly sharedshared. . 

3.3. The failure to develop strategic The failure to develop strategic thinkingthinking
skills. skills. 

4.4. The strategic vision and agenda arenThe strategic vision and agenda aren’’t t 
actionableactionable. . 

5.5. The lack of designedThe lack of designed--in performance in performance 
measuresmeasures and accountability for results. and accountability for results. 
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Barriers to ImplementationBarriers to Implementation
6.6. The organizationThe organization’’s method for s method for trackingtracking

performance tends to focus more on performance tends to focus more on tacticaltactical
rather than rather than strategicstrategic measures. measures. 

7.7. The failure to make the plan truly The failure to make the plan truly dynamicdynamic. . 

8.8. The failure to forge a strong The failure to forge a strong linklink between the between the 
vision and performance expectations. vision and performance expectations. 

9.9. The organizationThe organization’’s method for allocating s method for allocating 
resourcesresources isnisn’’t linked to the strategic plan.t linked to the strategic plan.

10.10. The failure to understand the organizationThe failure to understand the organization’’s s 
cultureculture and its past behavioral patterns.and its past behavioral patterns.



We can lick gravity, but sometimes the We can lick gravity, but sometimes the 
paperwork is overwhelming.paperwork is overwhelming.

—— WernherWernher von Braunvon Braun

© 2008, Photograph by Jeff Russell



Sometimes I lie awake at night, and I ask, Sometimes I lie awake at night, and I ask, ““Where Where 
have I gone wrong?have I gone wrong?”” Then a voice says to me:Then a voice says to me:

Photograph © 2006, Jeffrey Russell

““This is going to take more than one night!This is going to take more than one night!””
—— Charles M. SchulzCharles M. Schulz

Charlie Brown in "Peanuts"Charlie Brown in "Peanuts"



Thanks for Your Participation!Thanks for Your Participation!

Best of luck moving your Best of luck moving your 
strategic planning/thinking skills strategic planning/thinking skills 

forward in your organization!forward in your organization!

For more information on For more information on RCIRCI’’ss strategic planning, strategic planning, 
leadership, and change models, visit RCI online leadership, and change models, visit RCI online 
at at www.RussellConsultingInc.comwww.RussellConsultingInc.com
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