
8 WAYS  YOUR
STRATEGIC PLAN
COULD BE BETTER
We've identified the most common issues and best practices with
Strategic Plans and the Strategic Planning process.



WHAT IS STRATEGIC
PLANNING?
Strategic planning is the process of aligning stakeholders toward common goals &
defining the resources & activities that will help them achieve those goals.

Traditionally Strategic Planning has entailed SWOT + OKR
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However, consulting needs to evolve and deliver strategic value to clients beyond just giving
a PowerPoint recommendation or Strategy Document, at the end of an engagement. How
often do clients review the PPT you created for them? Is it sitting in a SharePoint site
collecting dust? As an industry, we continue using the same tools and processes that were
used in the last century and have failed to really innovate in this area and challenge the old
paradigms. Clients want, and are demanding, more. 

We have identified 8 areas for improvement in the strategic planning process that
consultants need to adopt.

“Only 10% of organizations surveyed achieve at least two-thirds of their
strategy objectives, with 36% achieving between 50%-67% and 54%
achieving less than 50%. The statistics range from a dismal 3% of companies
whose executives say they are successful at executing their strategies to at
best about one out of every three organizations that integrates its plans into
its daily operations with high effectiveness.”*



KEY STRATEGIC
PLANNING ISSUES



Consultants should incorporate tactics into their strategic plan that enable 
the client to achieve their goals in a balanced & unbiased way.

IS NOT JUST GOAL SETTING
Organizations hire consultants who use frameworks such as SWOT (Strengths,
Weaknesses, Opportunities, Threats) or OKR (Objectives & Key Results) to
facilitate endless sessions to come up with goals for the organization. Towards
the end of the engagement, they leave behind a lengthy PPT or Word Doc
defining the goals the organization should focus on.

Great, so what happens after?
More often than not, day-to-day projects & decisions fail to achieve alignment
with these goals or are weighted too heavily towards fulfilling one or two of
them. Soon, those objectives that were laid out so beautifully in that PPT are
now collecting dust in a folder on the client's hard drive. 

What went wrong?
 Strategic planning goes beyond just defining goals & objectives. It must
include a tactical way of evaluating goals against one another and then
selecting a portfolio of projects that are aligned to those goals on an ongoing
basis. If goals are your strategy, then individual projects are your tactics.
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On the opposite end of the spectrum, many organizations will start their
strategic plan by defining all the tactics (projects) they want to work on. 

Have you been in meetings where the leadership is arguing over which
projects should be prioritized this year? If you start an engagement with
projects without understanding the goals, then projects will be prioritized
by the largest & most authoritative voice in the room.
 

Never Start Strategic Planning with Projects 

DOES NOT START WITH
LISTING OUT PROJECTS
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Start with the higher-level visions for the organization & rank the
importance of these visions & goals. This way, as a consultant, you can
help leaders achieve the consensus needed to prioritize projects. This
eliminates decision-making biases from the Strategic Planning process. It
also serves to mitigate future conflicts because decisions can be
validated against goals that were mutually agreed upon.



SHOULD NOT EXCLUDE
SUBJECTIVE CRITERIA
When facilitating the development of the goals, strategic teams often
overlook qualitative (subjective) or “soft” goals that may be just as
important as the more quantifiable (objective) ones. For example, when
deciding to buy a car, two of your goals may be price and style. While it
may be easy to quantify the price, how does one quantify style
preference?
 
 Thomas L Saaty, Distinguished University Professor of Mathematics at
the University of Pittsburgh once said:

"Objectivity is nothing but shared
subjectivity"*
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*Thomas L Saaty, Distinguished University Professor of Mathematics at the University of Pittsburgh

By creating scales for subjective criteria, we are
making the subjective, objective.

If we all agree that minivans are better than convertibles, then any minivan
that is stored in our system will score higher than convertibles. 
 
This principle can also be applied to Strategic Planning. Dr. Sherif Farghal,
who did his P.HD on quantifying subjective criteria in decision making,
advises using a low/med/high desirability scale to quantify any criteria in
the decision-making process. “If you don’t quantify and include subjective
criteria in your planning process, the resulting strategy will look good on
paper but not in reality. It will not be adopted.” 

In other words, once you’ve developed the goals of your plan, the next step
is to create desirability metrics for each goal (even qualitative ones!). This
will allow the organization to create its own "yardstick" that will be used to
score projects to determine their alignment with the goals. This is a vital
tool for a consultant working with clients. The ability to include subjective
measures through the use of custom desirability scales helps gain client
buy-in to the strategy and allows the client to define success from a
variety of perspectives under one strategic umbrella.



Failure to differentiate between the importance, urgency, and complexity of
projects leads to errors in prioritization. 

Maybe you’ve heard your clients or colleagues say, “I need to get this done by
tomorrow, it’s really important”. If there is a time constraint, it is urgent but not
necessarily important. Urgency is a measure of time or risk while importance is a
measure of Strategic Value and alignment. 

Let’s look at another example. If the roof of one of your buildings is on fire, it is
urgent that you fix it, as it could cause injuries. However, fixing it will not enhance
your organization's competitive edge or strategic goals, it provides very little
strategic value. The last measurement, complexity, is a measure of how technical
or resource-intensive a project is.  

The best strategic planning processes have a system in place to differentiate
between urgency and importance and can assess projects/strategies on three
lenses: Strategic value, urgency, and complexity. This allows teams to prioritize
projects to achieve strategic alignment. 

SHOULD DIFFERENTIATE BETWEEN
IMPORTANCE, URGENCY, AND
COMPLEXITY
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As a consultant, facilitating
conversations that are focused
on these three elements as
unique will help you create a
stronger strategic plan.

STRATEGIC VALUE, URGENCY,
AND COMPLEXITY



SHOULD BE COLLABORATIVE
Buy-in from all levels of the organization only happens if strategic planning is a collaborative
and inclusive experience. When quantifying & measuring projects, it is essential to have project
owners and experts weigh in along with top-level leadership.

For example, after the City of Ann Arbor came up with goals for their investment plan, they
collaborated with leaders and experts in their community to help come up with scales and
metrics for those goals.

Leaders of organizations may have a clear vision of what the overall goal is but are likely not
experts in each specific priority/objective. This is when they should turn to others within the
organization for input. Collaboration should be intentional and purposeful. Good strategic
planning processes have areas for collaboration in each step. The best consultants use
processes that have built-in collaboration tools to help streamline communication, facilitate
important discussions, and uncover red flags in consistency and data. 

A strategic planning tool allows leaders to communicate goals to all levels of the organization
and systematizes the measurement of decisions against the organization's goals. Tools like
this also allow for leadership & employee collaboration after the consulting engagement has
long concluded.
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Strategic planning means planning for the future but how do you plan for that which is by
definition, uncertain? 

Picture this, your client, the Capital Planning Director of a large utility company has selected a
portfolio of projects worth $3B that they will implement in the next 5 years using their traditional
methods. Five years later, you ask him how it's going and he says, “I wish we would have
selected different projects.”

When creating the original portfolio, the Director had no process in place to make sure selected
projects were impacting business goals and no adjustments were made to the plan during a 5-
year period. This is a common challenge with strategic plans; they are not dynamic enough to
incorporate new data without redoing the whole plan. Focusing on a structured approach to
strategic planning that incorporates data and science on the front end, and makes room for
constant adjustments along the way, allows a client to alter the project portfolio as priorities
shift so that there is constant alignment between strategy and tactics. This method also
mitigates some of that uncertainty by trying to understand the impact of your strategy before
implementing it.  
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SHOULD YIELD A 
QUANTIFIABLE RESULT
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The more granular data your process can
provide, the better 

By definition, a strategy will involve selecting some initiatives & projects and ignoring others
because we neither have the time nor money to do everything. Historically, project managers
who are competing for funding have had little explanation as to why their projects were turned
down or not prioritized. This leads to frustration and resentment and is not a healthy cycle to be
embedded within an organization's culture. 

A good strategic planning process should be transparent and justifiable. Leaders rejecting
projects should be able to justify to project owners why their project was rejected and how it did
not align with organizational goals. The more granular data your process can provide, the
better. For example, your project had a strategic value of 48, our cutoff was 50. Consultants that
can incorporate these elements into a dynamic plan offer more value to their clients.
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SHOULD YIELD A 
QUANTIFIABLE RESULT (CONT.)
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As a consultant, you should have a means to help your
clients better align their budget to goals and outcomes.
A good strategic plan can visualize how capital and
resources are allocated to advance strategic goals.

KNOW EXACTLY WHERE YOUR RESOURCES
ARE GOING AND WHAT THEY ARE DOING

SHOULD LINK BUDGET TO
STRATEGY
A good strategic plan should visually show the link between the projects that
are chosen and their impact on the strategy. This allows organizations to
answer the question “How much are we spending to help achieve this
goal?”. Traditionally organizations earmark projects as impacting only one
goal, for example we are going to do this project to improve our Safety. The
problem with this way of thinking is that it ignores the positive impact that
one project has on other goals. Projects should instead be measured on
their impact on all of the organization's strategic planning goals.
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SHOULD BE DYNAMIC

Every organization has the time of the year when they hire a consultant and
embark on their Strategic Planning Journey. Whether it is a 5-day planning
retreat, a 5-hour leadership meeting, or a combination of both, it likely ends
when the last meeting is complete and is forgotten about until the same time
next year. What happens when something changes, for example, COVID? Do
we have to wait until next year to adjust our decisions? 

How does an organization adjust priorities and switch up
tactics without changing values?

Organizations want more than just a static PowerPoint or Word document
from consultants. They want to be able to operationalize their plan. They NEED
to be responsive to outside events and internal changes. 
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Consultants need more dynamic tools and
clients deserve them.
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More importantly, consultants deserve a better tool for creating plans to help
their clients accomplish this. Take a look at other industries, accounting
software for accountants, graphic design software for designers, website
development software for web developers, and budgeting software for
financial consultants. Why are they not using excel/PPT to accomplish their
services? How have those industries embraced technology to improve the
profession? Where is the software for strategic planning?

Strategic planning is a continuous and dynamic process. Priorities constantly
change to adapt to changes in the economy, customer behavior, industry
standards, competition, culture, etc. A good Strategic planning process
should be flexible enough to accommodate changes to an organization's
priorities. This can only happen if it exists in a dynamic platform, not a static
environment like PowerPoint or Word document. 

SHOULD BE DYNAMIC
STRATEGIC PLANNING

(CONT.)



THIS IS WHY WE CREATED
ALLOVANCE



Reach out to our team Become a Coach

This need is why Dr. Farghal developed Allovance to help consultants
better serve their clients.  

At Allovance, we’re dedicated to transforming the world one decision
at a time. Working with consultants, governments, universities, and
utilities across the globe, we are helping people make better
decisions and more efficiently allocate their capital to advance their
mission. We offer a software solution ideal for CIP, Strategic Planning,
and other decision and prioritization centric needs. 

THIS IS WHY WE
CREATED ALLOVANCE
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To partner with Allovance in 2022 and
beyond, reach out to our team here.

To become an Allovance Certified
Decision Coach take a look here.

https://allovance.com/
https://allovance.com/
https://coach.allovance.com/
https://coach.allovance.com/

