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FY21 Strategic Planning

State of Georgia guidelines for the creation or update
of agency FY 2021 Strategic Plan.

Summary

e Finished, signed Strategic Plans are due:
- Tuesday September 1, 2020 by COB
- To the Agency's OPB Budget analyst
Due concurrently with Budget Requests.

The final submission will be a single PDF document with all
additional materials included with the single document.

New and updated plans may be submitted.
Final version MUST be signed by the agency head when submitted.

Plans need to align with budget priorities and Governor’s guidelines.
Reminder: Strategic Plan approval is not budget request approval.

NOTE: Agencies may identify any changes to business (i.e. telework,
alternate work scheduling, etc.) in their updates

Review Process

The Office of Planning and Budget will review the final submissions.

If you have questions or want help, email plans@opb.georgia.gov

Final plans that are within the guidelines and requirements will be
accepted and the agency contact will be notified.

Plans missing the agency head signature or other required material
will be returned and the agency contact will be notified of the changes
that need to be made.



mailto:plans@opb.georgia.gov
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Overview

For Fiscal Year 2021, Strategic Plans will be due on September 1st,
alongside Budget Requests, to your OPB Budget analyst. This allows for a
more direct link between agency strategic plans, budget requests, and
agency direction. All agencies will be required to submit a new or
updated plan that aligns with the Governor’s priorities. Updates should
only be made to Fiscal Year 2020 Strategic Plans that were approved by
OPB.

Plans should show innovation and thought in improving business
practices. This plan is not intended to be a wish list, but rather reflect
strategic thought about an agency’s future. Agency plans should be four-
year plans, which cover FY 2020 — 2023. Agencies should also include a
mission statement, vision statement and environmental scan, which
would address some of the statutory requirements for their plans.

Plan Development

When developing plans, consider the following questions. These
considerations assist with the production of a complete and usable plan:

1. Does the plan have all the primary elements and are all of the
elements complete and appropriate for the agency?

. Do the elements flow in a logical order, with each level supporting
the plan appropriately?

. Are the goals and strategies align with strategic goals for the state of
Georgia? —this is a statutory requirement (O.C.G.A. § 45-12-175 (b))

4. Does the plan cover multiple years?

See below for details on the above considerations.




FY21 Strategic Planning

1. Does the plan have all the necessary elements and are all of
the elements complete and appropriate for the agency?

The elements of an agency strategic plan should include the following:
¢ Agency Mission Statement

e Agency Vision

e Environmental Scan/Challenges (e.g. SWOT analysis)
e Goals

e Strategies

e Measurable Objectives

If needed, see Appendix C for detailed assistance in developing
these elements, as well as Appendix B for a quick reference guide.

Agencies should identify what current or anticipated needs are being
addressed by their strategic plans. The plan should include enough
narrative context or background to provide sufficient understanding to
readers regarding these needs, as well as regarding the goals, strategies
and measurable objectives. The context may be included in the details of
the strategies and the environmental scan. One common type of
environmental scan is SWOT analysis, though other methods may be
used. SWOT (strengths, weaknesses, opportunities, and threats)
analysis looks at an organization’s strengths, weaknesses, opportunities
and threats to help provide a comprehensive view of what is facing the
organization going forward. More details on this analysis can be found
in Appendix C.
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Agencies should include between three to five high-level goals. The
strategies should explain what the agency intends to do to achieve its
goals. Each strategy should include a brief description that summarizes
the strategy and then a more detailed description, which might include
anticipated benefits, budget implications, staffing implications, IT
dependencies, and facilities or space implications. Workforce planning
should be integrated into the agency plan; should help agencies develop
strategies for closing staffing, diversity and competency gaps; and
should include information about recruitment and retention challenges
related to critical positions and job families.

For each applicable strategy (or, if appropriate, within the environmental
scan), consider the relevant information from the following categories
that might enhance the strategy detail:

eBudgetary: List any initial and/or ongoing annual operating or
maintenance costs that might occur, any additional state costs
(including capital outlay requests) that would be needed, whether the

strategy can be performed using the base budget, or if it will be done
with federal or other funds

e Staffing Implications:
e Include staffing level increases or decreases, skills development
needed, the restructuring of positions, and targeted recruitment
o List workforce gaps, such as skill levels or turnovers; possible
workforce strategies, including employee development or
recognition for performance; and critical positions and job
families which are difficult to fill, develop or retain
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eFacilities: List any new construction, renovation or consolidation;
any anticipated increase or decrease of office space (leased or owned)
or other facility; and any land acquisition, as well as the county of
location and number of people atfected

eInformation Technology: Identify any technology solution or IT
support needed for the strategy to succeed, such as for improving
customer access, workforce mobility or network connectivity. After
plans have been submitted to OPB, in Fiscal Year 2020, GTA will
provide each agency’s IT leadership with a short IT Strategic Planning
questionnaire. GTA will use this information to better align enterprise
IT efforts to agency strategic objectives. Please be prepared to share
your strategic plan with your IT leadership.

ePartners: Identify governmental and non-governmental partners

required to implement each strategy successfully (this 1s not a list of
stakeholders)

eTimeline: List the intended fiscal year to begin working on the
strategy, as well as any critical deadlines or needed explanations

These categories do not need to be itemized, but rather can be worked
into the general strategy description.

In addition, strategies should be practical, with a reasonable chance of
occurring as stated in the plan, and the magnitude of additional state
funds needed should be factored into this reasonability consideration.
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2. Do the elements flow in a logical order, with each level
supporting the plan appropriately?

Each element should support another. Objectives should appropriately
measure progress toward achieving the goals that they fall under;
strategies should appropriately work toward meeting specific goals and
objectives; and an agency’s goals and vision should align with the
primary purpose, or mission statement, of the agency.

3. Do the goals and strategies align with the strategic goals for the
state of Georgia?

While not every goal or strategy for each agency will directly support a
state goal, no goals or strategies should work against or hinder the state
goals. As much as possible, agencies should implement strategies that
actively promote these state strategic goals.

The state goals can be found in Appendix A.

4. Does the plan cover multiple years?
The agency strategic plan is a four-year agency plan, geared toward the

future. Plans should cover FY 2020—2023, unless an agency is

submitting a new plan. A new plan submission this year would cover
FY21-FY24.
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Review Process

In many cases, feedback OPB provides will merely need to be
incorporated into the next year’s plan. However, in some instances, plans
may need to be adjusted for the current cycle. See “Submission” on page
10 for further information.

Please note that approval of strategic plans by OPB does not constitute
approval of any funding requests. Please also note that OPB will not be
reviewing for grammatical or language edits. The agency is responsible
for proofing plans and must have approval from agency leadership prior
to submission.

In addition, OPB will work to provide more consistent feedback to
agencies regarding plan receipt and review.

A Note on Length and Design

The length and design of the plan should reflect the scope of the agency’s
work, while promoting the usefulness of the strategic plan.

There 1s no set length requirement, nor will every agency’s plan have the
same number of pages. While it is up to the discretion of the agency to
determine the appropriate length, plans should fully cover the material
outlined in the overview of these guidelines. The agency strategic plan is
limited in scope. It should not cover everything the agency has to
accomplish in a four-year cycle from an operational stand point. Rather,
the strategic plan is focused on a limited number of goals and
related strategies that the agency will concentrate on to
improve services and customer experiences, with a particular
focus on Governor-identified priorities. The agency strategic plan
highlights what the agency will pursue that is new or different that will
ultimately influence achievement of its measurable objectives.

%
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While well designed strategic plans are encouraged, OPB will not provide
feedback on designs except in cases where the design could hinder
readability or usefulness. All plans should be presented in an easily
readable and easily printable manner, with a logical structure.
Ultimately, the design should contribute to a better understanding of the
material. For example, different font sizes can clearly separate the
headers from the descriptions, and separate pages for each goal could
make it easier to see which strategies and objectives align with which
goals. In addition, page numbers are recommended to improve the
navigability of the document.

By providing reasonable flexibility in designs and strategic planning
models, OPB hopes to promote the production of plans which agencies
can find useful internally. Appendix C provides assistance with
developing agency strategic plans if needed. See Appendix D for
information on the optional design templates.

A Note on the Differences between Goals,
Strategies, and Objectives

A goal should be high-level and outcome oriented but not overly specific
(no targets). Measurable objectives ideally should be specific,
measurable, attainable, relevant, and time-bound. These objectives
should be a reflection of the obtainment of a goal. Strategies typically
start with a verb and should state the action steps the agency will take to
achieve the goal and its measurable objectives. See Appendix C for more
information and examples of each.
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Plan Use

Agency strategic plans first and foremost should provide use to the
agency by allowing agency leadership to communicate clear direction and
priorities to its employees, customers and stakeholders.

Second, the plans will be used by OPB and the Governor’s Office as a
point of reference when evaluating agency budget requests and agency
legislative proposals, as well as alignment with state strategic goals.

Third, OPB and other enterprise-supporting agencies (e.g. GTA, SAO,
DOAS, SPO) may utilize the plans to acquire a better understanding of
the respective needs of the agencies, to make decisions regarding ways to
assist agency or multi-agency initiatives, and to prioritize resource
planning. Enterprise- supporting agencies (ESAs) are agencies in state
government whose primary purpose is supporting the business functions
of state government and whose primary customers are state agencies.

A Note on Performance

OPB collects two sets of performance measures:

1.Agency Plan Measures: These show the progress of measurable
objectives found within strategic plans. Please refer to the examples in
Appendix C for examples in creating agency plan measurable
objectives.

2.Program Performance Measures: These measures are specific to

budgetary programs and are entered into PBCS each fall in conjunction
with the submission of agency budget requests.

9
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Regarding Agency Plan Measures, OPB does not intend at this time to
require additional performance reports beyond what is contained in the
agency strategic plan. However, either in the environmental scan or
strategy detail, progress updates should be provided on key strategies
and objectives.

It is expected to enter all Program Performance Measures into PBCS at
the beginning of September.

Submission

Completed agency plans are due Tuesday September 1, 2020 and should
be emailed to your agency’s OPB Budget analyst by COB. OPB will accept
agency strategic plans in the PDF format. For any other formats, agencies
would need to seek prior approval from OPB before submitting.
PowerPoints will not be an accepted format. Regardless of the format, all
plans should be presented in an easily readable and easily printable
manner.

Prior to submission, please ensure that the agency senior leadership has
consensus on the content and direction of the agency strategic plan and
that plans have been proofread. The agency head must approve the
document prior to submittal to OPB through a visible signature on the
submission.

Once submitted, agency plans are considered final, and OPB may rely on
the information contained in them or share them with others, including
the public. OPB provides a strategic plan Quick Reference Guide
(Appendix B), which may prove useful in a final assessment of plans
prior to submission.
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In order to promote a smoother, more useful review process for agencies,
OPB will attempt to limit the number of resubmissions it requires. In
most cases when OPB provides feedback, agencies will simply need to
incorporate the suggested improvements when updating their plans for
the next fiscal year. In some cases, however, OPB may require that
changes be made to the current year’s plan update. In these instances,
OPB will notify the agency to revise the plan and resubmit it.

Additional Assistance

Agencies can seek additional guidance from OPB upon request. Please
emalil plans@opb.georgia.gov. See Appendix C for additional help.
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Statutory Foundation

State code lists the Office of Planning and Budget as the agency that
coordinates the strategic planning process for the state and also requires
state agencies to develop plans consistent with the state goals (see
0.C.G.A § 45-12-73 and O.C.G.A § 45-12-175). This code section also
outlines the specific content required for agency plans.

In addition, “each agency shall develop a work force plan as a component
of the strategic plan.” (0O.C.G.A § 45-20-1 (e)).

Other pertinent code sections:
Technology: O.C.G.A § 50-25-4 (a 10 and 13)
State property: O.C.G.A § 50-16-35(a1) (A-E)

“[...] in the development of their [agency] strategic plans which specifically deal with their respective
future directions and organizational missions. Each strategic plan developed by each department,
board, bureau, commission, institution, authority, and other agency of state government shall
contain a description of its future direction; a statement of its organizational mission; a description of
the current and anticipated future needs being addressed by its preferred future direction and
organizational mission; a description of planned actions designed to address these needs; a
description of the goals for the program or services to be improved; a course of action for achieving
the planned improvements, including an implementation timetable; a description of the evaluation
system to be used to determine if the goals are being attained; an estimated annual cost for each
planned improvement of a program or service; all efforts to decentralize its administrative and
operational functions; and all other items as the Office of Planning and Budget may deem necessary.
Each department, board, bureau, commission, institution, authority, and other agency of state
government shall submit its own strategic plan to the Office of Planning and Budget as supporting
information for the budget estimates required under Code Section 45-12-78.”
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Appendices

Appendix A: Governor’s Strategic Goals
Appendix B: Quick Reference Guide
Appendix C: How to Develop a Strategic Plan
Appendix D: Example Design Templates
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Put hardworking Georgians first through streamlined, accessible,

Vision: .4 fiscally responsible government.

Governor’s Strategic Goals for Georgia

e Make Georgia #1 for Small Business

o Cut obsolete, unnecessarily burdensome, and bureaucratic hurdles for small business

o Maintain Georgia’s competitive tax environment

o Develop a skilled workforce to meet current and future needs across the industry
spectrum

o Expand Georgia’s role as a world-renowned hub for global commerce

o Ensure taxpayers can easily navigate and find necessary information through government
interfaces

e Reform State Government
o Maintain Georgia’s AAA bond rating
o Maximize taxpayer value with conservative budgeting
o Expand public-private partnerships and leverage technology to best utilize limited state
resources
o Improve agency call centers and similar constituent services to be courteous and helpful
e Strengthen Rural Georgia
o Increase rural broadband access for economic growth, educational opportunity, and
healthcare access
Deploy regional strike teams to areas with economic challenges or lessening populations
to collaborate with local leaders and seek opportunities for growth
Address Georgia’s teacher shortage by removing barriers to professional entry and
Increasing pay
Dismantle Common Core and reduce high-stakes testing for a more student-centric
approach to learning
o Improve literacy rates for students in third through twelfth grades
e Put Georgians First
o Crack down on gang activity and human trafficking affecting every community across
Georgia
Lower costs, improve quality, and increase access to quality healthcare in every region
Continue efforts to keep students, teachers, and personnel safe on campus
Expand access to mental health resources in schools for children and young adults
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Quick Reference Guide

Mision:

Purpose of the organization and why the agency

exists.

Is the mission statement specific to the
agency?

Does the mission statement reflect the
agency’s purpose, services, clients, and
functions?

Vision Statement

An optimistic view of the desired future; should
be realistic, but challenging.

Is the vision statement specific to the
agency?

Is the vision statement consistent with the
mission of the agency?

Does the vision statement offer the
employees a sense of purpose?

Environmental Scan/Challenges

Analysis of external and internal factors and
critical issues facing the agency.

Does this section provide sufficient context
for the rest of the plan?

Are specific trends and critical needs
identified?

Does it provide an update on the agency’s
current environment and progress?

Goals

Three to five high-level, priority goals to achieve
in the time of agency’s four-year strategic plan.

Is each goal specific to the agency and what
it wants to accomplish?

Do the agency goals collectively reflect the
agency’s top priorities to be completed?

Measurable Objectives

Each goal should have a measurable objective;
they should be specific, measurable, attainable,
relevant, and time-bound (SMART).

Does each measurable objective reflect
achievement of the goal to which it is
assigned?

Is each objective framed around a
quantitative value with a baseline and a
target? (X as of date to Y as of later date)
Does each measurable objective include an
identifiable outcome (rather than an
activity)?

Strategies

The path of actions taken to improve results;
articulation of what will be done to achieve the

goal.

Does each strategy directly contribute to
the goal to which it is aligned?

Does each strategy adequately describe the
high-level work to be done to achieve the
agency goal?

Does each strategy include a completed
strategy detail that includes any budget,
staffing, IT, and facility implications?
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How To Develop a Strategic Plan

Each state agency is required by law to have a strategic plan. This appendix aids in developing that plan
for agencies that would like additional guidance. The information contained in this appendix provides an
example of one path for creating an agency plan, as well as best practices to consider when developing
elements of the plan. However, agencies retain a great deal of flexibility in the creation of their plans and

may choose their own development method so long as the final plan meets the minimum criteria
outlined in the overview section of the primary quidelines document.

The agency strategic plan is four-year plan and should align with the state goals. Agencies may choose a
strategic planning model that works best for the agency. However, the final product must be presented
in a readable and logical order. The agency strategic plan should explain the top three to five things that
the agency is focusing on to improve operations, services, and customer experiences.

The following guidelines provide general instruction to agencies that can help with strategic planning.

Focus on the Strategic Activities

The agency strategic plan focuses on specific strategies that will improve services and outcomes for the
agency’s customers and employees. A clear distinction must be made between ongoing operations and
strategy. The Franklin Covey organization has coined the term “whirlwind” to describe the work done
every day to keep the operations of the agency going. The whirlwind is the urgent priorities that come
to you and demand your immediate attention.? For the purposes of this document, the “whirlwind” is
the ongoing operations of the agency. “Strategy”

means the energy used to achieve the goals for

improving performance. Strategic

The strategic planning guidelines are designed to jatives

focus agency efforts in planning the time, energy and

resources necessary to achieve the agency’s strategic Ongo!ng
goals. Other state processes, such as the annual Operations
operating budget and budget program performance (vWhirlwind )
measures, focus on the overall management and (The Base)
resources related to agency operations.

General Guidelines for Agency Strategic Planning

The process should be participatory and use team

consensus to arrive at decisions whenever possible.

While it is unlikely that every team member will totally agree with every decision, members should
possess general support for the outcomes of the planning sessions.

1 Execution Essentials: The 4 Disciplines of Execution, Franklin Covey, 2006, p. 4
https://www.franklincovey.com/Solutions/Execution/4-disciplines.html|
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Getting Started

To get started, the agency must first address the
logistics of the planning process, allowing time
for specifying participants, process duration and
location, and determining if a specific strategic
planning model will be used.

According to the Government Finance Officers
Association (GFOA), “It is essential that the
strategic plan be initiated and conducted under
the authorization of the organization’s chief
executive (Agency Head), either appointed or
elected. Inclusion of other stakeholders is
critical, but a strategic plan that is not
supported by the organization’s chief executive
(Agency Head) has little chance of influencing an
organization’s future.”?

Preparing the Agency Strategic Plan

Initial logistical planning
Prepare mission statement
Develop a vision statement
Assess environmental factors
Identify critical issues

Establish strategic goals
Establish measurable objectives

Develop strategies for accomplishing the
measurable objective(s)

Ildentify impacts on IT, the workforce, budget
and facilities/space

While employees at all levels can be included in the process, it is crucial that the head of the agency and
the executive leadership team be committed and willing participants. They should agree with or take the
lead in developing the agency's mission, vision, goals and strategies.

This phase may also include collecting and analyzing data and information that will be used as part of
the environmental scan process. Helpful information may include: demographic trends, trends related
to services provided, customer and employee satisfaction survey results, facility trends, and workforce

trends.

Prepare a Mission Statement

Mission: The purpose of the organization; why the agency exists.

Statutory and regulatory requirements provide the foundation for the mission statement. The agency’s
mission statement should distinguish it from similar organizations and reflect the distinct focus of the
agency. It should be a complete sentence that is precise, clear, and provides a framework that can be

used to align the agency’s vision and goals.

When developing a mission statement, keep the following attributes in mind:

Specificity to the agency and its core functions

Descriptive of the services the agency provides

Descriptive of the population the agency serves

Descriptive of the purpose and manner in which the agency provides their services

2 Recommended Budget Practice on the Establishment of Strategic Plans
http://www.gfoa.org/establishment-strategic-plans
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Examples:

Use: The mission of the XYZ agency is to provide access to affordable, quality health care to Georgians
through effective planning, purchasing, and oversight.

Not: To assist our customers by providing leadership, and reliable business services.

Develop a Vision Statement

Vision: A picture of a desired future, one that is both challenging yet possible to attain. It defines the
optimistic view of where the organization wants to be in the future, focusing on its customers and
desired outcomes.

When developing a vision statement, keep the following attributes in mind:

1. Specificity to the agency and its ideal image
2. Alignment to the mission statement
3. Provision of a sense of purpose to employees

Examples:

Use: The ABC agency will be recognized as the guiding force for innovative public policy and sound
fiscal management.

Not: To be customer focused as we oversee agency finances.

If an agency prefers, it may also separately define its core values, which are the ideas, beliefs, and
enduring tenants that guide the work of the organization.

Assess Environmental Factors

The vision statement should be directly alighed with the mission statement. When read, the vision
statement should provide employees with a sense of purpose that can serve to broadly guide decision
making.

Environmental scan: A thorough analysis of the organization’s internal and external environment and
relevant trends.

The environmental scan is a review of external and internal factors that affect the environment in which
an organization operates. The environmental scan examines these factors and their impact on Georgia
citizens, state agencies, and the services they provide. It may be as long or as short as the agency deems
necessary to convey the needed information.

A thorough analysis of the agency’s internal and external environment sets the stage for an effective
strategic plan. A frequently used methodology for conducting an environmental assessment is a
“SWOT” (Strengths, Weaknesses, Opportunities, and Threats) analysis. Strengths and weaknesses relate
to the internal environment, while analysis of opportunities and threats focuses on the environment
external to the organization.
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Local, regional, national, and global factors affecting the community should be analyzed, including (a)
economic and financial factors, (b) demographic trends, (c) legal or regulatory issues, (d) social and
cultural trends, (e) physical [infrastructure needs] (e.g., community development), (f) intergovernmental
issues, and (g) technological change.

Agencies should develop mechanisms to identify stakeholder concerns, needs, and priorities. Among
the mechanisms that might be employed to gather such information are (a) public hearings, (b) surveys,
(c) meetings of community leaders and citizen’s interest groups, [and] (d) meetings with [agency]
employees...” (GFOA)

External scan: The external scan reviews information about events, trends, and relationships in an
organization's external environment that impact how the agency conducts its business. This information
may include, for example, recent legislative mandates that alter the agency's mission. Information from
the external scan assists agency leadership in planning the organization's future course of action.

Internal scan: The internal scan is a process of reviewing the agency's resources, assets, and day-to-day
operational structure, such as organizational climate or internal communications. Factors identified in
the internal scan are more agency-specific than the broad, environmental factors identified in the
external scan. This information should include employee feedback and may also include internal factors
ranging from an assessment of appropriate resources to accomplish mission-critical tasks to the pending
retirement of a significant portion of the agency's workforce.

An agency should also consider how future conditions may impact space, facility, and other capital
investment needs. In turn, the physical condition, functionality and location of current facilities may
impact how well services are being delivered. This process demonstrates the relationship between the
agency's strengths and weaknesses and the challenges the agency must address to develop its course of
action.

Typical information sources that may be used in the agency's environmental scan include:

Governor’s state strategic goals (see Appendix A)
New statutory, regulatory, and/or judicial mandates
Governor's speeches and legislative initiatives
Previous program results

Employee and customer feedback

State and national legislative trends

Workforce trends

Technology initiatives, needs and trends
Comparisons to similar functions in other states
Economic indicators

Demographic data analysis, including workforce
Information from conferences

Internet or library research

Budgetary and staffing data

Internal and external audits

Performance trends as shown by statewide indicators
Facilities/Space needs and physical and functional condition and capacity
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Identify Workforce Issues

Workforce planning is a systematic process for ensuring that the right people with the right
competencies are in the right place at the right time. As part of the environmental scan, the agency
should look at workforce trends and future business priorities. The first step in this process is the
accumulation of data on the make-up of the workforce. Among the data included is information on
turnover, diversity, learning needs, knowledge management strategy, and succession planning. The
state’s Annual Workforce Data issued by the Department of Administrative Services can assist agencies
with this step in the process. Workforce planning uses these components to provide refined
information on the changes to be anticipated, the competencies that retirements may take from the
workforce, key positions that may need to be filled, and strategies to fill the gaps.

Agencies are no longer required to submit separate agency workforce plans. Rather, state personnel
staff will use the agency strategic plans to supplement other state workforce data.

Identify Critical Issues and Challenges
“Once the environmental analysis has been completed, the next step is to use the resulting information
to identify the most critical issues. Issue recognition should reflect stakeholder concerns, needs, and

priorities as well as environmental factors affecting the community [and the clients the agency serves].”
(GFOA)

The strategic planning process requires agencies to identify the critical issues or “challenges” facing the
agency. These challenges are the foundation upon which the agency develops its strategic goals.

Agree on a Small Number of Broad Goals
Goal: A result or outcome one is trying to achieve.

Goals should be focused on outcomes. Apart from the state strategic goals, agencies may identify other
outcomes that are of specific importance to the agency. An agency should align its goals to the agency
mission for agency priorities.

Goals should be customer focused (derived from internal and external customer data included in their
environmental scan) and should address “the most critical issues facing the agency and its customers. It
may be necessary to define priorities among goals to improve their usefulness in allocating resources.”
(GFOA) The agency should prioritize its goals and select the top three to five goals for the plan.

When developing agency goals, keep the following attributes in mind:

1. Specificity to agency’s activities and core functions
2. Alignment to state goals (does not conflict)
3. Reflection of the agency’s top priorities

Examples:

Use: Improve the customer experience for licensing applicants.

Not: Improve customer service.

Develop Measurable Objectives
Measurable objective: “Specific, measurable results to be achieved.” (GFOA)

C-5




Appendix C

For each goal, the agency should have measurable objectives that will be used to determine if the goal is
being met. Objectives should not be another goal or strategy statement but a quantifiable measure or
indicator. The agency tracks measurable objectives to help demonstrate performance improvements.

Measurable objectives are typically stated as “X as of Date to Y by Date,” where “X” is the

baseline performance and “Y” is the target performance. Typically, the “by Date” is the last year
of the four-year strategic planning cycle.

Measurable objectives show how the customer will be better off.

Measurable objectives strive to be “SMART” (Specific, Measurable, Attainable, Relevant, Time-
bound).

Any measurable objectives containing past dates need to be met, revised or deleted. When developing
measurable objectives, keep the following attributes in mind:

1. Alignment to their respective agency goals
2. Consistency with the X as of Date to Y by Date format
3. Description of an identifiable outcome

Examples:

Use: Decrease call hold times from 20 minutes in 2017 to 5 minutes in 2019, based on monthly
average.

Increase customer satisfaction scores from 65% satisfied in 2016 to 80% satisfied in 2019, using
annual survey.

Decrease call hold times by 75%.

Increase number of customers surveyed from 75% to 95%.

Identify, Develop, and Refine Strategies to Achieve Broad Goals
Strategy: A coherent set of actions that has a reasonable chance of working to improve results.

Strategies ultimately describe what an agency will do to achieve its goals and measurable objectives.

“Strategies relate to ways that the environment can be influenced (internal or external) to meet specific
measurable objectives. There should be a relatively small number of specific strategies developed to
help choose among services and activities to be emphasized. Use of flowcharts or strategy mapping is
encouraged in the design of strategies. To optimize the success of these strategies, opportunities should
be provided for input from those who will be affected.” (GFOA)

For each strategy, the agency should also consider the resources required and impacts on the
organization. Questions include: C 6
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What is the cost to implement? Are there ongoing maintenance costs? Will it require
procurement?

What are the benefits of implementation? ...to the customer? ...to the agency? ...to the
State?

Will implementation of this strategy require a budget enhancement or will it be done
with funds within the agency base?

How will this strategy be funded (e.g., state, federal, grant funds, other)?
Which budget programs are impacted?

When will the agency do it? Are there any critical external deadlines?
Who are the key partners?

Who will do the work (workforce impact and resources required)?

What are the technology implications and what IT projects (current, planned and
proposed) support the strategy?

What are the impacts on space and facilities? What additional capital asset investments
are required?

When developing strategies, keep the following attributes in mind:

Alignment and contribution to their respective agency goals

High-level in nature and descriptive
Inclusive of a completed detail, which may describe budget, staffing, IT and facility implications
Is not phrased as a title; contains an action verb

Examples:

Use: Enhance website self-service options.
Implement interactive voice recognition (IVR) technology.

Develop internal communication plan for complaint resolution.

Decrease call hold times.
Use technology to answer more calls.

Complaint resolution.

Obtain Approval of the Plan

The agency senior leadership should have consensus on the content and direction of the agency
strategic plan. The agency head must approve the document prior to submittal to OPB through a visible
signature on the submission.
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Appendix D

Example Design Templates

Sample Word and Excel templates have been provided separately as examples of what an easily
readable, easily printable, well-organized document might look like. They in no way have to be used by
the agency. Should an agency choose to use one of them, it is free to modify the template to meet its
needs. The designs are meant to show basic possible structures. Plans can certainly contain more
elaborate design elements should an agency wish to include them. The Word and Excel documents,
while two different file types, also show two separate ways to organize the information contained in
agency strategic plans.

Agencies are also free to design their own templates so long as they meet all of the criteria outlined in
the overview of the guidelines.




