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Preface

The Federation of Canadian Municipalities
International Centre for Municipal Development (ICMD)

Municipal Partnerships Program

ICMD serves municipal government internationally, to promote their power of action, to foster their economic opportunities, and to direct local energies in pursuit of sustainable development. ICMD’s priority is the empowerment of municipal government as the preferred means to achieve effective governance and sustainable development. 

ICMD programming is designed and implemented within a framework for municipal capacity development. The framework identifies seven ‘key result areas’ for programming – strategic leadership, services, operations management, governance links, public-private links, policy, and municipal associations.  The programming mechanisms for achieving these results are the Municipal Partnerships Program, the Bilateral Program, and the Special Initiatives Program. 

Financed by the Canadian International Development Agency (CIDA), the Municipal Partnerships Program links Canadian and overseas municipalities with a goal of improving the quality of life in participating municipalities through improvements in services, operations, leadership, and community participation in municipal development. The program provides opportunities for municipal administrators, technicians, professionals and leaders to address common issues by sharing experience, working together, and applying their knowledge in practical situations.

At present, the International Centre for Municipal Development supports more than 30 partnerships in targeted countries in Asia, Africa and Latin America. 

FCM Municipal Partnership: Portage la Prairie, Canada – Tubigon, Philippines

The City of Portage la Prairie, Manitoba, Canada and the Municipality of Tubigon, Bohol, Philippines, have participated in the FCM Municipal Partnerships Program since 1996. The Partnership included support for the preparation of a Community Development Strategic Plan. The goal of this component was to prepare a Strategic Plan as a tool for accelerating the municipality’s growth and improving the effectiveness and efficiency of their current operations. This included the development of a 30-year vision statement for the Municipality of Tubigon, formulation of a mission statement and preparation of strategic action plans linked to the budgeting process. The Municipal Partnership also supported training of local trainers and the development of a Strategic Planning model appropriate to Tubigon municipality.

As a result of this five-year collaboration, the two municipalities are entering a new phase of project activity, to focus on strengthening the capacity of selected Bohol Province municipalities in the area of strategic planning and the critical linkage of this process to the municipal budgeting system.

This workbook builds on the experiences of this partnership and is intended to support the expansion of this acquired knowledge to other municipalities in the Philippines.
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Part 1. Introduction

Purpose of the Workbook

This Strategic Planning Workbook is intended as a hands-on training tool for Municipal Stakeholders, including elected officials, municipal staff and community leaders.

The workbook is meant to advance several long-term objectives, in particular:

· Enable municipal stakeholders to take full ownership of the process, developing a methodology appropriate to the municipality;

· Enable municipal stakeholders to deliver a strategic planning process on an on-going basis;

· Ensure that the strategic planning methodology is successfully integrated into the municipality’s decision making and budgeting framework; and,

· Gradually introduce more challenging techniques and tools into the Strategic Planning Process.

The workbook is based on two principles: 

The first is the view that a Strategic Plan is of limited value if not integrated into a municipality’s decision making and budgeting process. Rather than being satisfied with the production of a Strategic Plan, a municipality must strive to integrate the Strategic Planning Process into the organization’s decision making and budgeting framework.

Second, the workbook recognizes that each municipal government has different capabilities and operates under different constraints. The workbook does not propose a one-size-fits-all approach to strategic planning. Instead, it presents a range of tools available to a municipality and allows for a gradual approach to introducing more complex or challenging tools over time. 

What is Strategic Planning?

Strategic Planning is a system of processes to help people at all different levels of an organization to produce fundamental decisions and actions that guide its future and achieve the best fit between the organization and its environment. 

The Strategic Planning process establishes short- to long-term directions focusing on action and results with a preferred future in mind. The process follows a prescribed methodology involving a series of steps. Each step requires the people at various levels to discuss, analyze and negotiate the process as a whole
.

Strategic Planning emphasises an ongoing process as much as a final product. While the product serves as an important guide to municipal decision making, the process is equally important to ensuring priorities reflect a consensus.

Why Plan Strategically? 

The experience of the Municipality of Tubigon highlights several direct benefits to the municipality of supporting a strategic planning process:

Strategic Planning provides a framework to think strategically, establish priorities for action, and develop effective solutions. This has proven particularly invaluable in a context of rapidly changing circumstances: 

· The Strategic Plan has served as a more objective decision making tool to identify priorities, enhancing the capability of local policy makers and managers to prioritize concerns related to management and delivery of basic municipal services.

· The strategic planning process has allowed for a fuller consideration of the range of appropriate interventions available to the municipality to respond to priority issues. As a result, the planning process influences the Municipality’s elected officials to support interventions where they are most needed.

Strategic Planning establishes a common, transparent framework for resource allocation and strengthens the budgeting process:

· Tubigon’s budget cycles now involve funds being directed to issues prioritized by the strategic planning process. This has helped to minimize inappropriate allocation of resources to departmental budgets. 

· Strategic planning has also provided the municipality with an effective and objective tool for departmental evaluations, with accomplishments based on target plans and programs. Similarly, it has served as a tool to evaluate performance among municipal staff.

Strategic Planning improves organizational performance through improved communications and more objective performance evaluation:

· Tubigon’s strategic plan has provided its staff with an objective and empirical presentation of business information to Council. It has also served as an important source of improved communications to the public.

· The Strategic Planning process has provided an opportunity to enhance employee skills and empower employees by including them in the process.

· The Planning Process has also contributed to organizational team building by providing municipal departmental managers with lateral communication linkages. This has resulted in increased cooperation and improved service provision.

Strategic Planning can increase a municipality’s credibility, profile and stature:

· The Provincial Government of Bohol now considers Tubigon as a recognized leader in municipal governance and an organization with vision. The Provincial Governor has expressed interest in extending the strategic planning model to other local government units in Bohol. 

Critical Success Factors

Each strategic planning process takes on its own unique character, reflecting the particular culture and dynamics of the organization. However, certain factors are present in all successful strategic planning processes. These factors of success are critical to ensuring a successful outcome to the planning process: 

· Leadership: Top leadership support for a strategic planning process is essential to its eventual success. While elected officials may not initially support the use of strategic planning, the process must begin by winning over their support. A successful planning process should also enjoy the support of key departmental heads. Top management support is critical to ensuring that a strategic planning process is actually implemented at the operational level.

· Stakeholder Ownership: Strategic planning is about far more than just the final plan. A central principle is the need to build the commitment of the full range of stakeholders relevant to the process. These include elected officials, senior managers, front-line staff, and community leaders. Simply presenting a completed strategic plan to Council for approval and to managers and staff for implementation is unlikely to result in any measurable change. The process of consultation, communication and education used to develop a municipal strategic plan is as important as the final product.

· Inclusiveness: The greater the level of staff involvement in the planning process, the greater the legitimacy and ease of the plan's implementation. The process must make individuals feel part of the process. Similarly, the involvement of key decision-makers inside and outside the municipality will also facilitate the eventual implementation of the process. To be successful, the planning process must rely on continuous and effective communication in order to actively identify organizational stakeholders and engage them in the planning process.
· Openness/transparency: Successfully transferring ownership of the process to those individuals who will be responsible for the execution of the plan requires a strong degree of openness in decision-making. Building confidence and trust requires that decisions made regarding the strategic planning process are clearly understood. Appearances of a hidden agenda, or confusion over the purpose of the process, will undermine the willingness of other stakeholders to participate in a strategic planning process.

· Long-term planning horizon: The effects of a strategic planning process require considerable time to materialize. A long-term planning horizon requires that a municipality have realistic expectations about and appreciate the limitations of a strategic planning process. This perspective also implies the need for City Council to invest in the organization’s strategic planning capability.

· In-house training capability: Because it requires continuous learning and adaptation, the municipality should develop effective in-house trainers capable of reaching staff from each department involved in the development and implementation of each strategic plan.

Part 2. The Methodology

This second section of the workbook provides:

· an overview of the strategic planning process,
· a discussion of the phases of organizational change involved in building capacity for strategic planning, and

· a step-by-step guide to the strategic planning process. 

Each of the ten steps in the strategic planning process includes:
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 Basic Tools & Techniques that provide a municipality with a relatively simple method for incorporating strategic planning. 

Advanced Tools & Techniques [image: image6.wmf] that describe more challenging tools for those municipalities in a stronger position to incorporate strategic planning. Some of these more sophisticated tools are at the frontiers of Strategic Planning and Municipal Organizational Improvement.
A Municipal Profile [image: image7.wmf]that provides an example of how this strategic planning step was implemented in a real municipality.

Overview of Strategic Planning 

The methodology for municipal strategic planning (see Table 1) is a 10-step process that occurs in three stages:

· Where we are now,
· Where we want to be,
· How we get there.
Table 1 The Strategic Planning Process

	
	STEPS
	TOOLS
	PARALLEL 

	
	
	Basic
	Advanced
	PROCESSES

	 WHERE WE ARE NOW
	Step 1. 
Assessing Organizational Readiness
	
	· Organizational Assessment Checklist

· FCM Municipal Self-Assessment Guide
	TRAINING – train the trainer to build in-house training capabilities
	CONSULTATION – with stakeholders  to build consensus, link to decision making

	
	Step 2. 
Planning to Plan


	· Planning to Plan Checklist

· Strategic Planning Team 
	· Introductory Training Course

· Community Initiating Committee 
	· 
	· 

	
	Step 3. 
Situational Analysis
	· SWOT Analysis
	· Stakeholder Analysis 

· Community Scan


	· 
	· 

	WHERE WE WANT TO BE
	Step 4.
Ideal Future State
	· Brainstorming

· Mission Statement Questionnaire
	· Community Visioning
	· 
	· 

	
	Step 5.
Key Performance Areas
	· Analysis of Earlier Steps

· Brainstorming Critical Issues

· Goal Identification
	· Priority Setting
	· 
	· 

	
	Step 6.
Strategy Development
	· Strategic Objectives Identification
	· Alternative Strategies Assessment

· Community Task Force

· ZOPP Project Planning Matrix 
	· 
	· 

	HOW WE GET THERE
	Step 7. 
Action Plans
	· Action Planning Template
	
	· 
	· 

	
	Step 8. 
Implementation
	· Implementation Committee

· Integrating Planning & Budgeting
	· Linkages with Other Planning Processes
	· 
	· 

	
	Step 9. 
Monitoring and Evaluation
	· Annual Plan Review
	· Performance Measures

· Benchmarking

· Community-Based Performance Reporting
	· 
	· 

	
	Step 10. 
Continuous Improvement
	· Train the Trainer 
	· Performance Incentives
	· 
	· 


The 10 Steps of Strategic Planning

The first three steps allow a municipality to determine where it is now. This includes determining whether the municipality is ready to undertake a strategic planning process (step 1), making the necessary preparations for initiating such a process (step 2), and reviewing the municipality’s current context and condition (step 3). 

Having developed a good understanding of where it is today, the second stage of the process focuses on defining where the municipality would like to be. This includes the preparation of mission and vision statements (step 4), identifying priority issues requiring action (step 5), and formulating basic strategies that more clearly define where the municipality would like to be (step 6). 

The final stage involves defining the ways in which the municipality will reach its intended destination. This involves a combination of preparing detailed actions plans (step 7), setting up systems for implementing the plan (step 8), as well as systems to ensure the process remains on course (step 9).  Because strategic planning is a dynamic and long-term process, this final stage includes implementing various tools to ensure broader organizational improvement (step 10). 

Tools and Techniques for Strategic Planning

Table 1 also identifies a series of tools that can be used to implement each of the ten steps. Two types of tools are presented for each step: Basic and Advanced. These reflect the different levels of readiness of different municipalities to take on a strategic planning process. 

Continuous Activities of Strategic Planning

Finally, Table 1 includes two dimensions of the strategic planning process that take place in parallel with all three stages and ten steps. 

· In-house training is a continuous activity that should be taking place throughout the planning process. The strategic planning process is a learning process that potentially affects all staff in the organization, and will require an in-house trainer capable of reaching those key staff required to deliver the strategic plan. 

· A second parallel activity involves consultation with key stakeholders. Because a successful strategic plan will be “owned” by those individuals responsible for its implementation, the results of each of the ten steps must be clearly communicated to key stakeholders.  

Phases of Organizational Change

Table 2 illustrates the broader organizational development framework for Strategic Planning. As indicated earlier, the purpose of Strategic Planning is not simply to produce a Plan. To be successful, the process must take place within a context of Strategic Management for Organizational Change. This broader framework is characterized by three distinct phases to building organizational capacity for strategic planning. While these three phases are presented as part of a four-year time frame, the time-frame may be longer or shorter depending on the particular circumstances of a municipality. 

The basic planning phase, needed to initiate the process, must be followed by a second phase of education and awareness building. The third phase is often the most difficult as the organization undergoes a process of transformation, with changes affecting the municipality’s day-to-day operations. This phase is followed by a longer-term process of mainstreaming the strategic planning process within the organizational culture and ensuring that the process is fully integrated into operational and decision-making procedures.

Table 2 Continuous Improvement Approach

	PHASE I
	PHASE II
	PHASE III
	

	Determination and Awareness
	Choices of Change through Education and Ownership
	Continuous Improvement
	Integrating the Change

	Strategic Planning (Leadership)
	Organizational Design (Team Development)
	Human Resources & Administration Systems
	Integration of Desired Organizational Changes

	
	
	
	

	[image: image8.wmf]Current State
	
	
	Achieving the Vision

	YEAR 1
	
	
	YEAR 4

	1) Shock/Denial
	
	
	4) Rebuilding

	
	
	YEAR 3
	

	2) Acknowledgement through:

· Listening

· Empathizing

· Explaining why
	
	3) Hope/Readjustment through:

· Involvement

· Participation in new vision
	

	
	YEAR 2
	
	

	
	"Hang-In Point"

· Persevere
	
	


Source: Municipality of Tubigon, Community Development Strategic Planning Workshop, April 1997

The organizational culture within a municipality will likely undergo a cycle of intensive and sometimes difficult change during the course of a Strategic Planning process. The intensive communication during Year 1 is typically followed by resistance or disinterest in Year 2, with the successful Strategic Planning process taking root only by Year 3. This cycle is reflected in the dashed line, with Year 2 representing the low point of the process. 

Taken together, Tables 1 and 2 point to one of the critical success factors of the strategic planning process – the need to take a long-term perspective. The first stage of strategic planning, determining where the municipality is today, can easily require a full year before an organization is ready to embark on the rest of the planning process. Similarly, the time frame required before strategic planning has become fully functionally integrated into the broader organizational planning and budgeting process can require as many as four years. During this multi-year timeframe, the ten-step process may be repeated once or twice, with progressively more challenging tools being incorporated into each round of strategic planning. 

Step 1. Assessing Organizational Readiness

The first step in strategic planning is to determine if an organization possesses the institutional capacity and will to support a long-term strategic planning process. This includes identifying institutional gaps that can be addressed before initiating a strategic planning process.

[image: image9.wmf]Basic Tools & Techniques

No basic tool is suggested. Any municipality seeking to initiate a planning process will, by definition, have at least one champion who is seeking to bring the municipality forward. An organizational assessment can be undertaken at a later stage in the planning process, when some level of momentum has been established.
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Advanced Tools & Techniques

	Organizational Assessment Checklist

	(
	Elected officials have positive attitudes and work well with senior management

	(
	Clear support and direction from the city manager / chief administrator

	(
	Willingness to adopt an activity or program-based budget

	(
	Willingness to face possibility that some services are not operating well and that this may have to be explained to the public

	(
	Commitment of resources to support the system for at least three years 

	(
	At least one trained staff member who can monitor and analyze performance data and results, provide feedback to program managers, and keep implementation efforts moving


Source: FCM. 1996. Measuring and Improving Municipal Performance: Lessons from the Canadian Experience.  Indicators of an Organization’s Ability to Develop a Performance Measurement System 

	FCM Municipal Self-Assessment Guide

	Considerations
	Positive
	Negative

	To what extent do the senior leaders in your municipality support the change process? 
	(
	(

	Do staff have confidence in the leaders’ ability to engage in change management?
	(
	(

	To what extent is there an individual (professional or manager or Council member) willing to champion the process and capable of doing so?
	(
	(

	Is the municipality/service department facing the need to make strategic decisions, and would a self-assessment help in the decision-making?
	(
	(

	Does the municipality/service department have a clear vision of where it wishes to go and how it will get there?
	(
	(

	Are major changes already going on within the municipality/service department that might slow down the process or interfere with it?
	(
	(

	Does the municipality/service department have access to resources to carry out the process?
	(
	(

	When was the last major municipal change? To what extent was it successful? Did it energize the staff or lower morale?
	(
	(

	Do people inside the municipality/service department have adequate skills to undertake this process?
	(
	(

	To what extent are the leaders and staff comfortable with the use of municipal organizational data? 
	(
	(

	To what extent do municipal data exist and can be made available?
	(
	(

	Is this a good time for change? Would another time be better? Are there future incentives for change to occur now?
	(
	(

	What are the positive, negative, neutral or cultural implications of changing?
	(
	(

	Are people in your municipality supported if they try new things? Do citizens pressure for change?
	(
	(


Source: Adapted from: FCM / Universalia 2001. Municipal Self-Assessment Tool Kit 
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	Municipal Profile – Assessing Organizational Readiness – City of Kingston

	On November 3, 1998, Council directed the administration to bring forward a program for the preparation of a Community Strategic Plan. A Human Resources Development Canada grant enabled the undertaking of a consultation process to gather opinions and recommendations from community organizations on the best method of encouraging community participation and developing a successful strategic plan. The program was consequently redesigned and a new investigation of alternative funding sources was undertaken in April 1999.


Step 2. Planning to Plan

The purpose of this second step is to focus on the planning and logistics required to move the strategic planning process forward. The content of the planning process will be developed during the later steps.

Factors to consider at this stage

· Decide what is for discussion and what is not.

· Set a realistic time frame. 

· Determine who are the key decision makers, who should be involved in the process and when to get them involved.

· Assign responsibilities: Determine the role, functions and membership of the strategic planning team.

· Estimate time and budget. Commit the necessary resources to proceed.

· Identify data quality and availability.

· Assess need for additional resources.

Actions to take at this stage

This initial planning process also provides an opportunity to secure the commitment and involvement of key decision makers inside and outside the municipality. This requires putting in place several organizational changes:

· Establish a Strategic Planning Team to provide political and logistical support to the process (See Basic Tools & Techniques below).

· Identify a trained facilitator who will provide momentum and initial guidance to the strategic planning process. Typically, the facilitator will be contracted from outside the organization and will have prior experience in leading a strategic planning process.

· Initiate a training program for municipal staff in order to ensure in-house capability beyond the initial phase of the strategic planning process. The facilitator can play the role of trainer until an in-house trainer is ready to train other colleagues. The training program will develop the capability of municipal staff to become trainers at a later stage in the process, and will ensure that the entire organization is exposed to the basic principles and practices of strategic planning. 

Basic Tools & Techniques


	Planning to Plan Checklist

	Checklist
	Logistical Considerations
	Comments

	(
	Who should be involved in the planning process?
	

	(
	Where will planning sessions be held?
	

	(
	When will planning sessions be held?
	

	(
	What types of background material do participants need prior to the first session?
	

	(
	Who will lead the process? 
	

	(
	Who will ultimately be responsible for arranging sessions, preparing and distributing material?
	

	(
	When and how will the staff, members or others be involved in the process?
	

	(
	How will results be communicated to everyone in the municipality?
	

	(
	Who will be responsible for dealing with external groups such as the media?
	


	Strategic Planning Team

	The purpose of the Strategic Planning Team is both to bring together key stakeholders to ensure the process has the necessary political support, and to ensure an adequate level of logistical support is in place. 

Key stakeholders to include in a Strategic Planning Team in the first generation of the strategic planning process must include at least one champion from amongst elected officials. In addition to a member of council, some level of staff support will be necessary for the day-to-day operations of the strategic planning process.

The composition of the Strategic Planning Team will likely change as the strategic planning process evolves. For example, subsequent generations of the strategic planning process should include departmental heads. The level of staff support may also expand as the process increases its momentum and enjoys greater high-level support.


Advanced Tools & Techniques


	Introductory Training Course

	Deliver an introductory course on Strategic Planning and Organizational Improvement to key stakeholders in the planning process. The training should include the following components: 

· Why Plan for the Future?

· Why Do I Want To Do Strategic Planning

· Purposes of Formal Strategic Planning

· Strategic Planning Defined


	Community Initiating Committee

	The Initiating Committee comprises 10-15 people willing to invest a substantial amount of time during the initial development phase of the strategic planning process. This typically takes place over a three-month period. 

The Initiating Committee needs to reflect the community’s diversity, and should include members from every race, gender, economic sector, place of residence, and type of employment. Ideally, each committee member will represent multiple interests and wear multiple hats.

The Committee is characterized by two crucial attributes – diversity and credibility.





	Municipal Profile – Planning to Plan – Kingston

	On July 27, 1999, Council directed staff to proceed with a City program with full community consultation and involvement, using a redesigned Work Plan. Council recognized that partnership opportunities could occur at the action planning and implementation stages. The evolution of the Community Strategic Planning Program throughout 1998 and 1999 was an interactive process. As the program unfolded City Council involvement continued with the appointment of the Community-Based Steering Committee. Two member of Council served on this Committee. Notices of upcoming Meetings, information and status reports were forwarded to Council as the program progressed.


Step 3. Situational Analysis

This third step serves as the foundation for Steps 4 and 5, and involves understanding the broader context within which the strategic planning process is taking place. The desired outcome of this stage of the process is to leave stakeholders and participants with a shared understanding of:

· Municipal assets and strengths

· Difficult challenges facing the municipality

· Realities the municipality faces that are both within and outside its control

· The municipality’s likely future should no interventions take place

External Environment

A situational analysis begins with reviewing the environment outside the municipality – to identify external opportunities and threats beyond the control of the municipality. Attention to opportunities and threats along with a stakeholder analysis can be used to identify the organization’s Key Success Factors. These are the criteria that must be met in order for the municipality to be successful in achieving its objectives.

Internal Environment

Understanding the external environment is followed by an analysis of the environment inside the municipality. This is used to identify internal strengths and weaknesses. A consideration of a municipality’s strengths and weaknesses will serve in identifying its Core Competencies. Core competencies are the municipality’s strongest abilities, and most effective actions and strategies or the resources on which it can draw routinely to perform well. 

Basic Tools & Techniques

	SWOT Analysis (Strengths, Weaknesses, Opportunities, Threats)

	

	The External Environment

	What external opportunities exist that can be taken advantage of?
	What external threats could affect the organization?

	Opportunities
	Action implication over planning period
	Threats
	Action implication over planning period

	
	
	
	

	
	
	
	

	
	
	
	


	The Internal Environment

	Identify the internal strengths of your local government unit
	Identify the internal weaknesses of your local government unit

	Strengths
	Action implication over planning period
	Weaknesses
	Action implication over planning period

	
	
	
	

	
	
	
	

	
	
	
	


Advanced Tools & Techniques


	Stakeholder Analysis

	Stakeholder analysis is used to determine which groups within a municipality to involve in consultative exercises, and to define the composition of stakeholder committees to be included in the process. 

In a group discussion or brainstorming session, the team identifies organizations and individuals with strong knowledge of external and internal factors affecting the municipality and a direct interest in the outcome of the strategic planning process. 

Examples of stakeholders:

· Citizens

· Tax payers

· Service recipients

· Employees

· The governing body

· Unions

· Interest groups

· Political parties

· The financial community


	Community Scan

	A Community Scan combines survey results, research data and stakeholder perceptions into a single tool used in stakeholder discussions and decision-making. 

The scan begins with the identification of major events, trends, technologies, issues and forces affecting the community – and results in a consensus on how the community is doing. Local indicators of community quality of life are developed based on secondary data. 

The Community Scan can also include a survey of residents’ perceptions of community assets and challenges. Community knowledge and perceptions of larger issues are important considerations in the scan.



	Municipal Profile – Situational Analysis – City of Kingston

	The First Phase of community consultation was held in early winter 1999/2000 in the form of 15 Focus Group sessions and 12 Table Talk sessions. 

· The Focus Groups were co-hosted by the Community-Based Steering Committee and 15 individual community organizations. Approximately 750 individuals attended these meetings. The Focus Groups meetings were organized on 15 separate topics. 

· The Community-Based Steering Committee members organized and facilitated the Table Talk Sessions, which were held in the member’s immediate neighbourhood. Participants provided input into the Strengths, Weaknesses, Opportunities and Threats (SWOT) Analysis and provided their vision of the Kingston Community in the year 2010.


Step 4. Ideal Future State

Step 4 involves preparation of three products that focus on a municipality’s intended future – Mission Statement, a Statement of Organizational Values, and a Vision Statement. These build on work prepared as part of Step 3, and each of these three statements requires a distinct process. 

Mission Statement

A Mission Statement clearly identifies why the municipality exists, what the municipality does, and how it does it. The Mission Statement is the single most critical of the three documents produced as part of this fourth step. The Mission Statement defines the reason for the organization’s existence and influences directly the priorities identified later in the action plan. Examples of several Canadian Municipal Mission Statements are provided below.


	Municipal Profile – Mission Statements

	City of Portage la Prairie, Manitoba: The purpose of the City of Portage la Prairie is to facilitate or provide quality services to enable the community to enhance its living environment through an accountable, accessible and equitable process of civic government. (Adopted 1994)

City of Whitehorse Yukon Territory: Our mission is to promote a sustainable quality of life and the well being of the community by striving for excellence in leadership and municipal service.

City of Vancouver, British Columbia: To create a great City of Communities which cares about its people its environment and the opportunities to work live and prosper.


Organizational Values

A Statement of Organizational Values provides a brief description of the way the municipality does things, what it believes in, and the way it acts. It describes the organizational culture inherent in the municipality. 

Vision Statement

A Vision Statement defines a desired end state. The vision statement should present the dream and vision of what the municipality aspires to be.  A municipality able to see where it is going and understand how it will get there will be in a strong position to succeed in implementing a plan. 

It is common practice to involve the key people of an organization in the development of an organizational mission and vision statement, particularly Local Department Heads and Municipal Council Members. Important considerations in developing a vision include its feasibility and flexibility: Is the vision related to the realities of the situation that it is addressing? Is the vision flexible in the face of a changing environment and circumstances? 

Basic Tools & Techniques

	Brainstorming

	Brainstorming is used in a group setting to generate a large number of ideas. In its simplest form, a structured brainstorming session invites participants to generate and record as many ideas as possible related to a specific question or issue. 

Characteristics of brainstorming include:

· Building on each other’s ideas

· Reserving criticism 

· Processing ideas only after a full list has been generated.

This tool is useful in generating ideas related to problem identification, analysis and problem solving.


	Mission Statement Questionnaire

	The following questions will help in articulating the mission statement:

· Who are we?

· What are the needs/problems to address that make us exist?

· What do we do to address those needs?

· How should we respond to our key stakeholders?

· What is our philosophy, values and culture?

· What makes us distinctive and unique?


Advanced Tools & Techniques

	Community Visioning

	The process of preparing a municipal vision can include stakeholders outside the municipal government, including residents and local business owners. This increases the likelihood that the vision will reflect public opinion. A broad group of citizens would require at least one full day of working time to formulate a common vision for the municipality. One effective format is a weekend visioning retreat.  

Steps in the Community Visioning process include:

· Reconnaissance: gather ideas from all levels of the organization and seek input from citizens.

· Consolidation: integrate all ideas, identify priorities and debate possibilities.

· Validation: test possible directions with key stakeholders, build buy-in.

· Implementation: policy formulation and strategies for implementation.

Attention should be paid to stakeholders’ concerns. If certain groups cannot come to the stakeholder meetings, then the means must be developed to go out to them. Different strategies must be employed to ensure that all sectors and segments of the population are kept informed throughout the life of the Community Visioning process. An effective two-way dialogue between the stakeholders and the community is a critical component in creating a relevant, widely supported and effectively implemented Vision. An outreach committee of 10-20 stakeholders typically coordinates the effort.



	Municipal Profile – Ideal Future State – City of Saskatoon

	Vision: Our vision for Saskatoon, building on our heritage, includes an enhanced quality of life, sustainable economic viability, responsible environmental management, continued river valley stewardship, a strengthened quilt of neighbourhoods, a process for managed growth and regionalized opportunities.

Mission: Our Corporation, the City of Saskatoon, exists to provide excellent local government through leadership, teamwork, partnership, and dedication to the community. We will facilitate effective and efficient delivery of public services and nurture the economic, environmental, social, and cultural well-being of the community, now and in the future. 


Step 5. Key Performance Areas

This fifth step involves identifying and prioritizing Key Performance Areas (KPAs) or strategic issues facing the municipality. KPAs are strategic areas for which specific actions will be developed to redirect the future of the community. Successful visioning projects have prioritized their visions into four or five KPAs. 

KPAs can be broken down by sector, issue area or by project. The following outline shows how to identify KPAs based on issues. 

Defining KPAs by Issues

A statement of each Key Performance Area should contain three main elements:

· Description of the issue

· List of the factors that make the issue a fundamental challenge

· Statement of the consequences of failing to address the issue

There are likely to be at least three kinds of strategic issues:

· Those that require no action at present, but must be monitored

· Those that can be handled as part of the municipality’s regular strategic planning.

· Those that require urgent attention and must be dealt with immediately.

The planning team should ask the following questions:

· What is the issue?

· Why it is an issue?

· Who says it is an issue?

· What would be the consequences of not doing anything about it?

· Can we do something about it?

· Is there a way to combine or eliminate issues?

· What issues are missing from the list, including issues that our culture might have kept us from recognizing?

Stakeholder Input

The identification of key performance areas will be influenced by the type of stakeholders involved in this step. The Strategic Planning Team should carefully consider which stakeholders to involve in this type of exercise. Selecting stakeholders would be based on a basic stakeholder analysis, as described in Step 3 - Situational Analysis.

Basic Tools & Techniques

	Analysis of Earlier Steps

	This technique involves identifying strategic issues based on a discussion of the organizational mission and SWOT analysis results. The following process can help in identifying strategic issues: 

· Review the municipality’s mandate, mission, strengths, weaknesses, opportunities, and threats 

· Prepare one-page descriptions of the main strategic issues. 

· Phrase the issue as a challenge the organization can do something about

· Clarify what makes it an issue in terms of the mission, mandate and the internal and external environments 

· Outline the consequences of failing to address the issue

· Put strategic issues in order of priority as a prelude to strategy development


	Brainstorming Critical Issues

	Brainstorming can be used to identify critical issues or Key Performance Areas. These can then be prioritized using basic ranking techniques (See Advanced Tools). The results of the ranking can be opened for discussion in order to reach consensus on the most critical ones facing the municipality.

Brainstorming is used in a group setting to generate a large number of ideas. In its simplest form, a structured brainstorming session invites participants to generate and record as many ideas as possible related to a specific question or issue. 

Characteristics of brainstorming include:

· Building on each other’s ideas

· Reserving criticism 

· Processing ideas only after a full list has been generated.


	Goal Identification

	Begin with desired goals and then identify issues that must be addressed before the goals can be achieved.


Advanced Tools & Techniques

	Priority Setting

	Using the key issues identified earlier:

· Each team member assigns a score (from 1 to 5) to each issue, to indicate the priority of the issue.  

· Use a 5-point scale where 1 = lowest priority and 5 = highest priority.

· Combine team member scores for each issue to determine the total score.

· Re-order the key issues from highest to lowest priority.





	Municipal Profile – Key Performance Areas – City of Kingston

	The City identified three priority issues of relevance to the community:

i) transportation and accessibility;

ii) sustainable growth: infrastructure, protecting natural resources and rural life;

iii) protecting our quality of life and addressing the well being of all residents.

Twelve prioritized actions were identified reflecting these three issues:

FOR IMMEDIATE ACTION:

1. Access to Information and Services

2. Culture

3. Economic Prosperity

4. Transportation Master Plan

5. Long-Range Infrastructure Plan

6. Getting Our House in Order

TO BE IMPLEMENTED DURING THE LIFE OF THE STRATEGY (2000-2010):

7. New Official Plan

8. Support for Volunteers

9. Promotion of Neighbourhood Associations

10. Our Young People

11. Affordable Housing Strategy

12. Our Elders


Step 6. Strategy Development

The sixth step in strategic planning is the development of strategies (including objectives and recommendations) to address the high priority issues or Key Performance Areas identified in Step 5.

The objectives are the results desired upon completion of the strategic planning period. Objectives must be clear, concise, written statements that outline what is to be accomplished in key priority areas, over a certain time period, and in measurable terms that are consistent with the overall vision of the municipality. The objectives become the standards for evaluating performance because they are the statement of results desired.

The recommendations are brief statements providing advice on what should be taken into consideration to better meet the objectives. These would include basic assumptions, critical success factors, potential risks and how to overcome them, etc.  

Implementation of the strategies developed for the KPAs will bend the trend from the likely future toward the desired future. Operational strategies for each of the municipality’s major service areas can be developed. Once strategies have been formulated, the planning team may need to obtain official approval to adopt them.

Basic Tools & Techniques

	STRATEGIC OBJECTIVES Identification

	The brainstorming technique can be used to identify, for each Key Performance Area, a list of strategic objectives of importance to the municipality. 

These can be prioritized using basic ranking techniques (See Step 5). The results of the objective ranking can be opened for discussion in order to reach consensus on the most critical ones facing the municipality.


Advanced Tools & Techniques


	Alternative Strategies Assessment

	· For each Key Performance Area, develop alternative options different that the objectives identified earlier. 

· Evaluate alternative courses of action before committing to one particular course of action.


	Community Task Force

	A Community Task Force can assist in the development of strategies for each KPA. It can vary in size from as few as 15 people to as many as 50. 

The Task Force will complete the following tasks for each KPA:

· Evaluate the community’s current performance within the KPA, using the work of the Strategic Planning Team, surveys and past discussions in the stakeholder group.

· Develop goals: develop, prioritize and recommend goals to receive the greatest emphasis.

· Translate the vision into practical and attainable outcomes to be achieved through specific tasks and actions. Specify who will do what, by when, and how.

· Report back to the stakeholder group. Incorporate feedback from the stakeholder group.


	ZOPP Project Planning Matrix

	The ZOPP approach (or GOPP- Goal Oriented Project Planning) is used and promoted by the Deutsche Gesellschaft für Technische Zusammenarbeit (GTZ - German Technical Cooperation). The approach provides a systematic structure for identification, planning, and management of projects developed in a workshop setting, with principal interest groups.  ZOPP is an innovative tool for project management in which interactive workshops involving project stakeholders and an external moderator are held at different points in the project lifecycle. 

ZOPP workshops last from 1 day to 2 weeks, with a typical session lasting 1 week. Sessions are led by a moderator, with participants sitting facing large sheets of paper fixed on panels or walls. As participants go through the exercises, the results are affixed to the sheets with pins to allow adjustment, and are glued permanently at the end of each day. This information is typed at the end of each day and becomes a part of the workshop record.

The principle ZOPP output is the Project Planning Matrix – the logical project framework – which summarizes and structures the main elements of a project, and highlights logical linkages between intended inputs, planned activities and expected results.


	ZOPP Project Planning Matrix

	
	Verifiable Indicators


	Method of Verification
	Critical Success Factors 

	Project Goal:


	
	
	

	Project Objectives:


	
	
	

	Intended Results:


	
	
	

	Project Activities:


	
	
	



	Municipal Profile – Strategy Development – City of Saskatoon

	The City formulated the following strategic objectives in relation to its nine core values: 

· Economic Development: Maintain and enhance the civic role in supporting and marketing managed economic development.

· Service Delivery: Optimize the effective and efficient delivery of services

· Customer Service: Provide responsible and flexible customer service

· Environmental Commitment: Exercise sound environmental management in the provision of all services

· Infrastructure Management: Build, maintain and operate sustainable infrastructure

· Aboriginal Partnerships: Strengthen relationship with communities 

· Community Development: Enable active community-based participation in issue and problem identification and resolution

· Employee Relations: Encourage employees to achieve corporate objectives by reaching their full potential

· Fiscal Responsibility:  Manage the collection and allocation of public resources in the delivery of municipal services

 


Step 7. Action Plans

The seventh step in strategic planning is action planning. This step involves integrating all the goals, objectives and recommendations for Key Performance Areas into a final action agenda. The action agenda lays out concrete actions for implementing the strategies formulated for high priority Key Performance Areas. 

Components of an Action Plan

An action plan for key prioritized areas should detail the following:

· Goal

· What are we going to do? (key specific actions)

· What do we need to proceed? (Information/resources/estimated cost)

· What assistance do we have available? (Non-financial/financial)

· Who will be responsible to complete this action? (Lead role)

· Implementation roles and responsibilities of teams, departments, individuals, etc.

· Specific objectives and expected results and milestones

· Monitoring and mid-course correction procedures

· Accountability procedures

· Budget

The general rule is there will be no action without an implementer.

Basic Tools & Techniques


	Action Planning Template

	Key Sector: 

	Goal/Objectives: 

	What are we going to do
	What we need to proceed
	Assistance we have available
	Responsibilities
	Expected Output

	Specifications


	Information/Resources Needs
	Estimates cost
	Non-financial resources
	Available funds
	Who
	When
	

	
	
	
	
	
	
	
	

	
	
	
	
	
	
	
	

	
	
	
	
	
	
	
	

	
	
	
	
	
	
	
	

	
	
	
	
	
	
	
	


Advanced Tools & Techniques

No advanced tools recommended. 


	Municipal Profile – Action Plans – The City of Kingston

	The City of Kingston prepared an Action Plan for the area of Economic Prosperity. The Action Plan identified the following objectives:

· Partner our institutions with business to create new knowledge-based business opportunities

· Incubate new businesses by offering a support system for mentoring and securing business capital

· Link our educational institutions with business to:

· train for the skills needed in the new economy

· encourage graduating students to enter the local economy as entrepreneurs and employees

· Develop a strategic marketing plan to identify, among other things the target market of tourists and investors and then, market Kingston to investors and tourists nationally and internationally

· Encourage life-long learning

· Create opportunities for persons who are disadvantaged to actively participate in the labour force

· Celebrate our successes.

Results:

· The Vision should have a horizon of at least 2010 and preferably 2020.

· The Vision must reflect community values and must be sufficient to guide establishment of goals and measurable deliverables.

· Implementation of the Vision is supported by a clearly defined set of deliverables captured in KEDCO business plan.


Step 8. Implementation

The eighth step in strategic planning is putting it all in motion. Completion of a Strategic Plan, including detailed action plans, requires an intensive period of implementation. The implementation period can easily last one to two years, and requires the sustained commitment of decision makers, staff and other stakeholders. 

Ingredients for successful implementation

· Establishment of implementation structures 
· such as a committee with staff that oversees and ensures that a variety of areas are addressed

· committee members and staff must be fully involved in this phase and must be made accountable for successful implementation of priority actions.

· Linking action plans to municipal budgeting process - The plan should drive the budget and the planning process should be done in advance of the budget process.
· Prioritized projects

· Implementers/champions for each project

· Overall timeline based on prioritized goals, anticipated barriers and available resources

· Ongoing communication within municipality and community outreach 

· Ensure priorities are matched realistically with human and financial resources.

Critical Actions

Several actions are critical to ensuring the success of the implementation phase. These include, 

· Council approval of the Strategic Plan

· Inclusion of the Strategic Plan in some form of Appropriations Ordinance

· At least one elected official appointed to ensure follow through on Action Plans

· Extensive and meaningful stakeholder consultation

It is important to remember that some priority issues or projects identified in an action plan will not necessarily require additional funding. In these cases, implementation can occur without a formal link to the budgeting process. These kinds of projects are particularly useful at early stages when the links between the strategic planning process and the budgeting process are not yet well developed. Moving forward on projects that have no budgetary implications allows the Strategic Planning team to demonstrate the value of the Strategic Planning Process.

Basic Tools & Techniques

	Implementation Committee

	The Strategic Planning Team established during Step 2 may retain its original form or become an Implementation Committee. Retaining the cross-sector, broad-based citizen form is the most successful approach. Some communities choose to create a separate non-profit organization to support the implementation.


	Integrating Planning & Budgeting

	Steps
	Deadline

	1. Council sets budget priorities for the next Annual budget
	

	2. Each department conducts a strategic planning session for the next year to include the following: 

· Review/evaluation of previous year’s Strategic Plan

· Review of Corporate Vision Statement to determine potential new initiatives 

· Review of Department Mission Statement 

· Identification and prioritization of New Initiatives for action 

· Review and/or revision of Debt Management Plan 

· Identification of proposed Capital Expenditures
	

	3. Departmental Strategic Plans and Departmental Annual Budgets for the next year are submitted to the City Manager and Director of Finance respectively
	

	4. City Council participates in a Strategic Planning session for the next year, to include:

· Review of all new Strategic Initiatives and/or prior year Strategic Plan changes as prepared by each Department

· Review and/or revision of the Corporate Vision Statement

· Review and/or revision of Corporate Mission Statement

· Review current year’s Debt Management Plan

· Identification and prioritization of New Initiatives including those initiated by each Department
	

	5. Administration submits draft Annual Budget to Council for review and amendment
	

	6. Council adopts Interim Operating and Capital Budgets for the next year
	

	7. Departmental 10-year Capital Budgets are submitted to the Director of Finance
	

	8. Council approves the Annual Budget and the annual Corporate Strategic Plan for implementation by each Department
	

	9. Draft Debt Management Plan is submitted to Council
	

	10. Council passes property tax levy by-law for that year, approves the Debt Mgt Plan
	


Source:  Portage la Prairie. A template for integrating corporate planning, departmental planning and budgeting

Advanced Tools & Techniques

	Linkages with other planning processes

	Special efforts are necessary to make sure that important connections and compatibility exist between the strategic plan and an official plan, and that the various devices used to implement the official plan (regulations, laws, subdivision controls, zoning ordinances, and official maps) will support strategic objectives.



	Municipal Profile – Implementation – City of Kingston

	Implementation of the Kingston Community Strategic Plan is a shared responsibility involving many individuals and organizations in the achievement of the Community Vision. Responsibility for the success of individual Actions rests with the partners indicated in each Action Plan. In this partnership environment, the City will provide leadership and support over the life of the Strategy (2000-2010). In addition to its commitment to particular Actions, the City will also promote and facilitate ongoing communication, coordination, and cooperation among community organizations that make up the partnership.


Step 9. Monitoring and Evaluation

Once implementation is under way, the ninth step in strategic planning is monitoring and evaluation. 

Monitoring

Active, ongoing monitoring and tracking are required for three areas:

· Ensuring follow-through on the implementation of action plans and policy recommendations,

· Providing ongoing support for implementers, and

· Measuring changes in the community quality-of-life indicators developed in the Community Scan effort.

During the first two years of implementation, the implementation committee should provide quarterly updates to the community on project and policy actions. In subsequent years, updates can be annual. 

Monitoring activities focus on both individual components of the Strategic Plan as well monitoring the plan as an integrated whole. Monitoring activities can also review ongoing compliance of strategic plan components with new procedures or standards introduced by the municipality or other orders of government.

A one-year follow-up to review results of the process can focus on the following areas:

· Identification of time spent to conduct process and implement and monitor action plans

· Identification of aspects that went well (process strengths), aspects of the process that did not work out well (weaknesses), proposed solutions to overcoming the areas that require improvement, and factors that impeded the ability to produce results from the plan (barriers).

· Identification of lessons learned in the process

Components of Effective Evaluation 

ICLEI’s Local Agenda 21 describes four components of an effective evaluation process
:

· Establishment of a reporting system to support communication between key stakeholders regarding actions they have taken to implement the Action Plan,

· Development of measures of performance,

· Implementation of periodic analysis and review of external and internal conditions and their relation to achieving the Vision,

· Establishment of mechanisms for reporting on progress and performance to residents and local organizations.

Basic Tools & Techniques


	Annual Plan Review

	On an annual basis, Council and Staff review the values and the mission statement to ensure continuing relevance, measure results, and further identify strategic issues to be pursued by Council and Staff for the next year.  

Elected officials, department heads and some members of the private sector can be invited to participate in the evaluation and planning processes, to ensure their commitment and support for the plan. This will ensure that the plan is integrated into the decision-making process and municipal budget allocations. 

The plan and budget should be presented to the appropriate committee of council for endorsement, and then to the Municipal Council which will approve, legalize and operationalize the plan.  


Advanced Tools & Techniques

	Performance Measures

	In Canada, the basic approach to developing performance measures is usually a simple three-step process:

11. Define program purpose: What product or service is provided? Who is the intended client or target group? Why do we provide the program?

12. Identify key results: Concentrate on those operations and activities that have the greatest impact on the customer.

13. Develop measures for each key result. 

Standard Characteristics of Measures

· Comprehensive – all major operations and activities should be measured

· Strategic – departments should develop only four to six performance measures for each operation

· Simple and easy to understand

· Purpose and Rationale for each performance measure

· Explanation of the results including external factors

· Context – include information necessary for understanding the results, such as historical trends, program targets, comparisons with external performance of similar organizations

· Focus on positive outcomes – more effective way of motivating staff

· Timely –  in order to be useful for staff and members of Council


	Benchmarking

	Performance measures are most meaningful when they are analyzed in relation to a goal, benchmark or some other relevant indicator. While an organization may have improved three percent a year for several consecutive years, they will not know if they are only half as efficient as the rest of the world. 

Benchmarking is a tool for measuring an organization's performance and processes against best practice examples, and then using this analysis to improve services and operations. If done correctly, benchmarking is intended to result in cost, quality and efficiency improvements. If done incorrectly, it can involve resources being squandered on endless data collection and analysis. In fact, less than one-quarter of public and private sector organizations with benchmarking programs are using this tool effectively.

Process for benchmarking in the public sector:

· Determine the functional areas within the organization to benefit most from benchmarking

· Identify key performance variables to measure cost, quality and efficiency for the functions

· Pick the best practice organizations for each benchmark item

· Measure the performance of the best practice organizations for each benchmarked function

· Measure your own performance for each benchmark item, and identify the gaps

· Specify actions and programs to close the gaps

· Implement and monitor benchmark results


	Community–based Performance Reporting

	In a Community-based Performance Reporting System, community representatives monitor and report on the actions they have taken to implement the sections of the Action Plan that are relevant to them. 

The major challenge in such a process will be to get all major stakeholders and institutions in a community to report on their actions on a consistent basis. This requires the establishment of a system of accountability among all major actors and sectors.

This approach is considerably different from the one-way process in which business reports to government, government reports to the community, but residents and organizations do not report back to either.



	Municipal Profile – Monitoring & Evaluation – City of Kingston

	The measures of success for each of the individual action initiatives are contained in each action plan. This reflects the shared commitment to a results-oriented program to achieve the vision and priorities of the Kingston community.

The overall measure of success for the Kingston Community Strategic Plan will be the ability of all concerned to complete the actions, which have been identified as community priorities. As part of its monitoring role, the Implementation Steering Committee will demonstrate the transparency of the program through the validation of results, and review of any adjustments to the action initiatives, by both the community and City Council.


Step 10.  Continuous Improvement

Strategic planning is an ongoing and continuous process requiring refinement with every new round of planning. Continuous improvement involves revisiting the steps of the strategic plan, ongoing training to ensure sustained capability within the municipality, and broadening strategic planning into sustained organizational improvement.

Basic Tools & Techniques

	Train the trainer

	This involves providing training for new skills required by the strategic planning process, and the broader organizational change management that accompanies this process. 

Training the trainer requires that an in-house staff person be identified and trained to serve as a trainer on a more permanent basis. 

As discussed in Step 2, this often requires that the municipality contract a Strategic Planning Facilitator who assists with training an in-house trainer and adapting the strategic planning methodology to the needs of the municipality’s staff.


Advanced Tools & Techniques

	Performance Incentives

	Various types of performance-based incentives can be introduced into the organization. An important set of incentives relates to linking budget allocation of scarce resources with performance measures. Where a program’s indicators meet or exceed targets, that program is assured of its allocations of scarce municipal resources. Poor performance will be treated accordingly. 

Performance incentives are also made possible by establishing business units within the municipality and allowing each to run their own programs. Business units are encouraged to use this independence to identify innovative ways of running their business. If individual business units can generate savings, they can reinvest these into their business. Where a department goes over-budget, they are no longer rewarded with more resources by the end of the year, but with fewer resources. The same holds true for capital spending. 



	Municipal Profile – Continuous Improvement – Regional Municipality of Peel

	Peel’s Corporate Performance Measurement (CPM) initiative dates back to 1990, following the appointment of a new CAO.  It began as a means of determining how well the Region was delivering services to its residents. Performance measurement was developed both as a management tool and an internal tool in the allocation of budget resources. The objective of Peel's CPM initiative is to move from a traditional style of municipal management to an activity/program-based approach. An activity-based accounting structure captures program-based performance information. Program efficiency (cost efficiency), effectiveness (customer service) and community impact are the three types of CPM performance indicators used by the Region. 

By mid-1996, a full ABC accounting system will be in place. Subsequent business planning cycles incorporated a major transition to program/activity-based budgeting.  Plans are underway to brief the new Council and to update the strategic plan. In addition, workplans were designed to refine the approach to developing customer service indicators and integrate community impact indicators into the corporate strategic plan. 


Part 3. Case Studies

This section presents five profiles of municipal strategic planning processes. Each profile describes the municipal strategic planning process and presents the tools used at various stages of the planning process.

	Municipality
	Title of Initiative
	Time frame
	Contact Information

	City of Grand Prairie, Canada 
	Strategic and Business Planning
	1993 – present
	Eve d’Anjou –  Executive Assistant to the City Manager 

	City of Saskatoon, Canada 
	Corporate Business Strategic Plan
	1992 – present
	Sheila Verfcheid –  City Manager

	City of Kingston, Canada
	Community Strategic Plan
	1998-present
	Wendy Carman, Strategic & Long-Range Planning Group 

	Regional Municipality of Peel, Canada
	Corporate Performance Measurement
	1990-Present
	Daniel J. Labreque, Director Financial Planning & Reporting

	Municipality of Tubigon, Philippines
	Community Development Strategic Plan 
	1997-Present
	Noel C. Mendaña, Planning & Development Coordinator


Case 1. City of Kingston
Community Strategic Plan, 1998-present

	Municipal Profile
	Contact Information

	Name: City of Kingston

Population: 112,785 (2000)

Municipal Staff: 1,100 employees (2000)

Annual Operating Budget: $292 million (2000). The Strategic Community Plan has been allocated a budget of $98,000 in 1999.

Bibliographic resources:  Kingston Community Strategic Plan, Community-based Steering Committee, Kingston city council, October 24, 2000, http://www.city.kingston.on.ca 
	http://www.city.kingston.on.ca/ 

Wendy Carman, City of Kingston

Strategic & Long-Range Planning Group 

(613) 546-3283, ext. 114 or ext. 120.

Rory Baksh, Dillon Consulting (416) 229-4647

Lynda Newman, Clara Consulting (705) 458-0017


	Project Description

	In 1998, Council called for the preparation of a Community Strategic Plan. The Community Strategic Plan was presented to Council in October 2000. The two-year planning process served as a community-building exercise where residents shared information and ideas, built a common perception of their community, and created a shared vision for the future.

The strategy resulted in the mobilization of community resources towards achievement of strategic priorities, with key organizations taking leadership roles in meeting economic, social and cultural goals in partnership with government.

· Assessing the current status of the community: internal strengths and weaknesses and external opportunities and threats

· Integrating and coordinating existing planning and strategy work within the community, including linking the Community Strategic Plan to the Corporate Strategic Plan in the broader context of a Program for Strategic Management

· Creating a common long-term vision with broad community input and acceptance

· Setting short and mid-term goals and priorities related to six priority areas

· Establishing specific action plans for each of the priority areas, with commitment from the public and private sectors, key individuals and community organizations.



	Planning Process / Components / Phases
	Tools & Techniques

	Phase One of community consultation was held in early winter 1999/2000 in the form of 15 Focus Group sessions and 12 Table Talk sessions. The Community-Based Steering Committee members organized and facilitated the Table Talk Sessions, which were held in the member’s immediate neighbourhood. Participants provided input into the Strengths, Weaknesses, Opportunities and Threats (SWOT) Analysis and provided their vision of the Kingston Community in the year 2010.

Phase Two of community participation occurred in February and March with 4 Community Forums and 3 Staff Forums being held. Approximately 147 individuals participated in these meetings. Participants reviewed the SWOT findings, created a Vision for Kingston in 2010, and identified Priorities for Action for the upcoming phases. 

Phase Three of community participation included public discussion of the Vision and Initiatives at a public meeting on June 5, 2000, which was attended by some 120 persons. The Community-Based Steering Committee used this validation meeting to further refine the Vision Statement and the list of Initiatives, including those for immediate consideration. Volunteers were sought for the Action Planning Stages. Council endorsed the future actions of the report, including the focussing of the Committee’s energies and resources on the priorities identified during the public consultation process.

Phase Four of the program was the implementation of action planning teams. The Community-Based Steering Committee recommended to Council 12 initiatives to be undertaken during the life of this strategy (2000-2010). Of the twelve, six initiatives were identified for immediate action with the remaining six initiatives to be implemented as resources permit. Teams were developed for four initiatives; (1) Access to Information and Services, (2) Culture, (3) Economic Prosperity, and (4) Transportation Master Plan. The remaining two initiatives, (5) Long-Range Infrastructure Plan and (6) Getting Our House In Order were placed on hold by the City. Approximately 45 additional community volunteers and numerous City staff participated on these four action-planning teams. 
	· City-initiated program with full community consultation and involvement

· Focus Groups: Co-hosted by the Community-Based Steering Committee and 15 individual community organizations

· Table Talks: Ensuring greater participation by individuals uncomfortable with formal consultation, by engaging in informal consultation in informal settings such as restaurants or cafés

· Leveraging local media

· Multiple consultation opportunities

· Partnerships and focus groups with key organizations

· Use of outside, neutral facilitators

· Community-based Steering Committee: annual validation meeting with the community


Case 2. City of Grand Prairie
Strategic and Business Planning, 1993 – present

	Municipal Profile
	Contact Information

	Name: City of Grand Prairie

Population: 35,962

Municipal Staff: n/a

Annual Operating Budget: $300 million (approximately) 

Bibliographic Sources: http://www.city.grande-prairie.ab.ca/homepage.htm#Strategic_And_Business_Planning
Strategic & Business Planning 

http://www.city.grande-prairie.ab.ca/perform.htm
Performance Measurement in Government

http://www.city.grande-prairie.ab.ca/cc_plan.htm
City Council’s Strategic Plans
	Http://www.city.grande-prairie.ab.ca/home_bp.htm
Tel (780) 538-0300

Chet Meek

Cmeek@city.grande-prairie.ab.ca 

Eve d’Anjou –City Manager Executive Assistant

Edanjou@city.grande-prairie.ab.ca


	Project Description

	A formal Strategic Planning process was instituted in 1990, with a planning horizon of about ten years. With the assistance of a consultant, a simplified strategic plan (focusing on mission and vision) was developed by each department.  Each plan consists of that department's "Mission," "Vision," "Focus Areas and Goals" and "Strategies." Departments also developed detailed action plans for reaching each goal; and each employee has an Individual Performance Plan. 

By the fall of 1993 the City recognized that the Strategic Planning and Budgeting processes identified future visions and strategies to achieve them, but budgets did not always reflect alignment with those plans. Master Plans, Council’s Strategic Plans, Service Area Strategic Plans, Departmental Strategic Plans and Individual Performance Plans required additional unity and cohesion. More customer listening needed to be undertaken, resources needed to be allocated more on the basis of the priorities of the citizens, and actual accomplishments needed to be measured in terms of performance indicators and standards. 

A Framework for the Business Planning Process was instituted to combine these items into the Strategic Planning processes that had been established. The combination was called Business Planning. The City's Business Planning process commenced in the fall of 1993. The initial year of planning took place in 1994 with the development of plans for 1995 and 1996. Implementation of the plans took place in 1995, along with planning for 1996 and 1997.


	Planning Process / Components / Phases
	Tools & Techniques

	The process involves 6 phases, each of which answered certain critical questions.

Phase 1 - S.W.O.T. Analysis

This is an analysis of the City’s internal strengths and weaknesses, and the external opportunities and threats facing it. It identifies the businesses the City ought to be in, assesses the economic and general conditions, and evaluates organizational and fiscal corporate condition. It solicits inputs from citizens, identifies current issues, and measures how the City has been doing in relation to citizen expectations. Combined, this phase defines the starting point for municipal plans and operations. 

· Where are we now and how are we doing? 

· What are our internal strengths and weaknesses? 

· What are our external opportunities and threats? 

· What forces are driving us to change, and how can we respond? 

· What are the barriers to business planning? 
	Outreach Tools:

· One-on-one interviews

· Focus groups 

· Surveys 

· Analysis complaints

· Customer listening



	Phase 2 - Council's Strategic Plan

This is Council's view of the City's Vision, Mission, Values, Focus Areas and Goals, integrating the master plans and other plans into a unified whole.

· What do we want the City to be? 

· Where do we go from here? 

· How do we get there?
	Tools used internally:

· Consideration of limited benchmarking in selected program areas

· Creation of the Strategic Planning Committee

· Elaboration of departmental action plans

	Phase 3 - Departmental Strategic Plans 

These are the individual departments' views of their Vision, Mission, Focus Areas and Goals for implementing their portion of the corporate mandate. They also include Individual Performance Plans by which the efforts of individual employees are focused on the priorities identified in the corporate and departmental plans.

· What is our department's role? 

· Where do we go from here? 

· How do we get there?
	

	Phase 4 - Resource Allocation 

This is the phase where priorities are identified and approved, and where the package of services is developed and funded up to the limit of available resources. 

· What are the available resources? 

· What are our service priorities? 

· How should the services be delivered and by whom?
	

	Phase 5 - Budgets 

This is the detailed allocation of costs to individual programs and projects (capital and operating budgets combined over several years). It also documents the final approval of Council concerning approved priorities, funding, levels of service and standards of performance. 

· What is the service package going to cost? 

· Who will do what and when? 

· How will economic progress be measured?
	

	Phase 6 – Performance Review

This is the ongoing monitoring of both annual operations and the planning process itself. Actual accomplishments are evaluated and reported. This phase is intended to maintain accountability and assure that progress against the plans is measured and managed. 

· What were our actual accomplishments compared to our plans? 

· Did we measure the effectiveness of our achievements? 

· How well did the planning process work? 

· What improvements are needed? 
	


Case 3. City of Saskatoon
Corporate Business Strategic Plan, 1992 – present

	Municipal Profile
	Contact Information

	Name: City of Saskatoon

Population: 209,000 (2000)

Municipal Staff: 3,248 full-time and part-time employees (2001) 

Annual Operating Budget: $142 million (1997)

Bibliographic Sources: 

Annual Report City of Saskatoon: Year 2000, City of Saskatoon, February 19th 2001.

Corporate Business Plan 2001-2003, City of Saskatoon, February 2001.

Strategic Plan: Planning for the Future, City of Saskatoon, March 2000.
	http://www.city.saskatoon.sk.ca/
Sheila Verfcheid –  City Manager

Tel: (306) 975 3207 / 3209

Fax:  (306) 975 3048


	Project Description

	The City of Saskatoon employs strategic planning to identify and address major issues over the short term.  The strategic plan was originally developed by City Council and Administration with input from the community, employees, and civic union executives, and it was reviewed and updated by City Council and Administration in March 2000.

The Strategic Plan is not a detailed blueprint, but a guide for the City of Saskatoon. From these basic building blocks, a set of corporate-wide strategies is established and a three- year business plan is developed. The Corporate Business Plan was finalized by Civic Administration in March 2000. Each civic department uses this plan to develop specific actions that they undertake throughout the course of the business plan’s timeframe.

The business plan attempts to reflect the changes that are occurring in the community. The city is growing, which increases demand on infrastructure, and the city must know about this. Saskatoon is a financially strong municipality, and its strength will be used to benefit all citizens.


	Planning Process / Components / Phases
	Tools & Techniques

	Step 1. Planning to Plan. Environmental/Community Scan 
The basic building blocks and core strategies were originally developed by the City Council and Administration with input from the community employees, and civic union executives in 1993. This original plan was reviewed and updated in March 2000.
	· Public consultations

· Internal consultations with municipal staff

· Inter-departmental collaboration

· Four year plans

	Step 2. Vision/Mission Statement
“Our vision for Saskatoon, building on our heritage, includes enhanced quality of life, sustainable economic viability, responsible environmental management, continued river valley stewardship, a strengthened quilt of neighbourhoods, a process of managed growth, and regionalized opportunities”. – The mission of the Corporation, the City of Saskatoon, exists to provide excellent local government through leadership, teamwork, partnership and dedication to the community.  
	

	Step 3. Defining Organizational Values
These values are the basic principles and beliefs of the City of Saskatoon. They govern the way decisions are taken and actions are carried out:
· Quality of Service
· Fiscal Responsibility
· High Performance
· Respect for Others
· Supportive Work Environment
· Cooperative Spirit
	

	Step 4. Identification of Key Performance Areas and Elaboration of Action Plans

Nine areas are identified as core strategies:

· Economic Development

· Service Delivery

· Customer Service

· Environmental Commitment

· Infrastructure Management

· Aboriginal Partnership

· Community Development

· Employee Relations

· Fiscal Responsibility
	

	Step 5. Implementation Planning / Strategic Management / Organizational Change

Each civic department of the Corporation uses the general action plans to develop specific actions, which they undertake throughout the course of the business plan’s timeframe.
	

	Step 6.  Budget considerations and Implementation 
(Over a four year period)
	

	Step 7. Monitoring & Evaluation
At the end of each year, performance measurement tools will be used to obtain feedback on the impact of the initiatives, and to provide guidelines for the development of the next planning cycle. 
	


Case 4. Peel Region
Corporate Performance Measurement, 1990 – present
	Municipal Profile
	Contact Information

	Name: Regional Municipality of Peel

Population (1995): 865,000

Municipal Staff (1995): 39,050

Annual Operating Budget (1995): $500.2 million
	Daniel J. Labreque, Director 

Financial Planning & Reporting 

Tel (905) 791-9400 ext. 4292


	Project Description

	The objective of Peel's Corporate Performance Measurement (CPM) initiative is to move from a traditional style of municipal management to an activity/program-based approach.

The initiative dates back to 1990, following the appointment of a new Chief Administrative Officer (CAO).  It began as a means of determining how well the Region was delivering services to its residents.  Performance measurement was developed both as a management tool and an internal tool in the allocation of budget resources. Factors which continue to drive this initiative include a need to provide input to ratepayers in response to escalating consumer service demands; the challenge of contracting out; and, federal and provincial downsizing.


	Planning Process / Components / Phases
	Tools & Techniques

	Program mission statements: Outlines the fundamental reasons for delivering that program and lists program objectives. 

Activity maps: Maps for each program illustrate program activities and their relationships to each other. 

Activity-based costing: Activity maps used to reorganize the Region’s general ledger accounts from a structure based on organization charts to one based on programs and activities. Each section had its own cost centres and accounts despite a certain amount of activity and program overlap. Organization charts are nowhere to be seen in the new general ledger structure. 

Activity-based planning and budgeting: Output from activity-based costing is used as input to a new activity-based planning and budgeting system. Under this system, Peel has two budget contracts with taxpayers: a pure expenditure contract and a cost per unit of service contracted to be delivered. This approach focuses on the priorities of the programs and activities being delivered to the customer (outputs and outcomes) as opposed to the department or division(the inputs). Activity-based budgeting also shows whether changes in the program’s budget are driven by changes in the amount of service provided or by changes in the cost per unit of service. 
	· Continuous Improvement 

· CORP: Competitive Opportunities Review Program 

· Budget allocation of scarce resources 

· PIP: Performance Incentive Plan

· Provision for retention of budget surpluses

· Venture Capital Fund

· Benchmarking

	Program performance measurement: The activity-based account structure will serve as the basis for an on-line, real-time accounting information system. This system will show not only budget and actual costs incurred but also provide program-based performance information.
	


Case 5. Municipality of Tubigon, Philippines
Community Development Strategic Plan

	Municipal Profile
	Contact Information

	Name: Tubigon Municipality

Population: n/a

Municipal Staff: n/a

Annual Operating Budget: n/a
	Noel C. Mendaña, Planning & Development Coordinator
Municipality of Tubigon 
email: Noelmpdc@bohol-online.com


	Project Description

	The overall goal was to prepare a Strategic Plan as a tool for accelerating the municipality’s growth and improving on the effectiveness and efficiency of their current operations. 

Specific objectives included developing a 30 year vision statement for the Municipality of Tubigon, defining municipal and organizational values, and formulating a municipal mission statement. The planning process also involved identifying specific strategic actions that will assist the municipality in attaining their vision and organizational priorities, and will assist the municipal council with their long and short term budgeting process, gain an understanding of the strategic planning process and its benefit to the municipality. The program also included training a municipal staff member in the strategic planning process in order to develop a strategic planning model that the municipality can utilize.


	Planning Process / Components /Phases
	Tools & Techniques

	Step 1. Planning for the Process 

Training and Planning sessions with Local Department Heads and Municipal Council members for the formulation of a municipal strategic plan
	· Establishment of Planning Group

· Introductory Training Course

	Step 2. Visioning

30 year Vision Statement, Municipal & Organizational Values Statement, Mission Statement.  Defined by Local Department Heads and Municipal Council Members
	· Brainstorming 

· TP-Technology of Participation

	Step 3. Situational Analysis

Key issues identification
	· SWOT Analysis

· Problem Tree 

· TP-Technology of Participation

	Step 4. Strategy Development

Goal and priority setting related to key issues.
	· Rating/Ranking Priorities

	Step 5. Action Planning

Actions for prioritized issues.
	· Action Planning Template

	Step 6. Implementation

Council approval of Plan, Inclusion in Appropriations Ordinance 

Elected official appointed to ensure follow through on Action Plans, Stakeholder Consultation.
	· Template for integrating corporate planning, departmental planning and budgeting

	Step 7. Monitoring and Evaluation

Annual review of components of Plan, Update priority issues, Stakeholder Consultation
	· Year-end evaluation

	
	· Training is an element of each Step, and includes identifying and training in-house Strategic Planning Facilitator, as well as adapting the methodology to the needs of municipal staff.


Part 4. Resources

The Local Agenda 21 Planning Guide – An Introduction to Sustainable Development Planning

Author: International Council for Local Environmental Initiatives and the International Development Research Centre

Year of Publication: 1996

Country: Canada

Format: 212 p., diagrams, charts, case studies, bibliography

Content: Illustrates the need for new approaches to community problem solving and offers suggestions on how to do it. Includes an overview of visioning and strategic planning process, civic infrastructure and action planning & implementation.

Source: International Council for Local Environmental Initiatives

Website: www.iclei.org 

The Community Visioning and Strategic Planning Handbook

Author: Okubo, Derek

Year of Publication: 2000 (third printing)

Country: USA 

Format: 55 p., diagrams, photos, bibliography

Content: Illustrates the need for new approaches to community problem solving and offers suggestions on how to do it. Includes an overview of visioning and strategic planning process, civic infrastructure and action planning & implementation.

Source: National Civic League

Website: www.ncl.org
Strategic Planning Approaches Across the Country 

Author: Atkinson, Beth

Year of Publication: 1995
Country: Canada 

Format: 5 p., diagram, table, photos 

Content: Highlights the expert city plan, Mississauga, ON; the public agency critiqued city plan, Burlington, ON; the interagency city plan, Greater Vancouver Regional District (GVRD), BC and Rockhill, USA; the community public plan, Surrey, and Vancouver, BC.

Source: Plan Canada 35:3, May 1995, p. 17 - 21. 

Website: www.cip-icu.ca
Participatory Planning Handbook 

Author: Frojmovic, Michel

Year of Publication: 1998
Country: Canada

Format:  135 p., diagrams, bibliography

Content: Participatory Tool Kit; Case Studies, Worksheets; Municipal Resources

Source: Federation of Canadian Municipalities

Website: www.fcm.ca
Measuring and Improving Municipal Performance: Lessons from the Canadian Experience

Author: Frojmovic, Michel

Year of Publication: 1996
Country: Canada

Format: 14 p., diagrams, case studies, bibliography 

Content: Uses of performance measures; Motivating factors; Approaches to performance measurement; Resource requirements.

Source: Federation of Canadian Municipalities

Website: www.fcm.ca
Interactive Community Planning

Author: Massachusetts Institute of Technology (MIT)

Year of Publication: 2000
Country: USA

Format: Website

Content: ‘Community Action Planning’ WALL CHART, Community Action Planning (MicroPlanning), Community Planning: Planning for Real, ZOPP : Goal Oriented Project Planning

Source: MIT

Website: http://web.mit.edu/urbanupgrading/upgrading/
Community Visioning: Citizen Participation in Strategic Planning

Author: Woodmansee, Jason

Year of Publication: 1994
Country: USA

Format: 15 p., case studies, bibliography

Content: Describes a process and techniques to get a wide range of citizens involved in planning the future of their community.

Source: MIS Reports, International City/County Management Association

Website: http://www.icma.org
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� FCM Banff Course on Municipal Strategic Planning.


� ICLEI. 1996. The Local Agenda 21 Planning Guide. An Introduction to Sustainable Development Planning. �
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