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The mission of the Total Quality Leadership (TQL) Office, Office of the Under
Secretary of the Navy, is to assist the Department of the Navy (DON) leaders
in their quality-focused improvement efforts.  The TQL Office also provides
technical advice to a number of organizations inside and outside government.

The TQL Office has responsibilities in six key areas:

The TQL Office educates the DON about TQL policies and initiatives through
the TQLeader and through articles, reports, and presentations at conferences
and meetings.  It has developed a computer-based quality information net-
work to facilitate communication with DON organizations.

Systems are needed to assess and enhance TQL implementation in the DON.
The TQL Office designs and develops feedback mechanisms in support of
mission accomplishment.  It also develops new approaches to improving
organizational effectiveness.

TQL Office members provide technical advice to the Under Secretary of the
Navy and other senior DON leaders on the application of TQL principles and
methods within the DON and on strategic planning.  Advice may also take the
form of recommendations on implementing new laws, such as the Government
Performance and Results Act, as well as on related initiatives.

The TQL Office is responsible for ensuring the technical accuracy of the DON
TQL curriculum.  Having overseen the design and development of the courses,
the staff now advises on the integration of TQL material into training pipelines.
The TQL Office continues to publish handbooks and other publications on all
aspects of organizational change and to design new courses.

The TQL Office has much to share with other organizations, both government
and private, and much to learn from them.  Staff members participate in
TQL-related networks and professional organizations.

Technology can provide critical support to DON quality improvement efforts.
The job of the TQL Office is to assess new technologies related to organiza-
tional change and process improvement and translate them into applications
for the DON.
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Foreword

Strategic Management for Senior Leaders: A Handbook for Implementa-
tion has been developed as a companion volume to A Handbook for
Strategic Planning (Department of the Navy Total Quality Leadership
Office Publication No. 94-02).  These handbooks were designed to assist
Department of the Navy (DON) executives, Commanding Officers, Total
Quality Leadership (TQL) coordinators, and strategic planning facilitators
in leading the strategic management process.

Using A Handbook for Strategic Planning, the senior leadership team can
complete most of the �planning� work by developing the organization�s
vision, mission, guiding principles, strategic goals, strategies, and objec-
tives.  The next steps are to complete the planning work, publish, deploy,
implement, measure, and evaluate the plan. Strategic Management for
Senior Leaders: A Handbook for Implementation continues this process,
offering suggestions on these steps.

These suggestions derive from lessons learned during extensive work with
client organizations in developing, deploying, and implementing strategic
plans.  This information has been supplemented by research that included
personal interviews with DON and other government leaders who have
led strategic management efforts within their organizations.  Therefore,
this handbook should be considered a guideline to help leaders make
choices; it is not intended to be directive.

Each organization has its own distinctive culture and mission.  However,
there are lessons learned and successful strategies that are common to
them all.  This handbook brings together these strategies and lessons so
that senior leaders can apply them within their own organizations.

The ability to lead organizations into the future is a new skill for most
senior leaders.  These are people who have a mission to perform and a
business to manage.  Such responsibilities leave little time to think about
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the future, let alone put plans into action to reach that future.  Yet, strate-
gic management requires dedication and commitment on the part of the
senior leaders to create the vision of the future.  Then they must create the
mechanisms and commit the resources to achieve that future.  This hand-
book will help them go beyond planning and use their strategic plans to
change the way they do business.

The principal research for Strategic Management for Senior Leaders: A
Handbook for Implementation was done by a Logicon Syscon Corpora-
tion team (under subcontract to K.W. Tunnell Co., Inc., contract number
GS-22F-0096B).  I especially want to recognize the efforts of Ms. Kathy
Burks, whose strategic planning expertise contributed to the success of
this project.  We hope readers find this handbook useful as they continue
to lead their organizations into the future.

Linda M. Doherty, Ph.D.
Director

Department of the Navy Total Quality Leadership Office
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How to use this Handbook

�There is no great tradition or heritage for strategic thinking
in many organizations; the skill to set and implement strategy is

sometimes missing; and there are barriers to strategy . . ..
All this makes strategic thinking and action a tough challenge . . ..

The first step requires finding the motivation to begin.�

(Tregoe, Zimmerman, Smith, and Tobia, 1989)

Strategic management is not a clean, step by step process. It is not linear,
but a �messy,� iterative process that requires hard work and dedication
from most people in the organization to move it toward the future. It
represents a new focus for the organization; a focus on a compelling
vision of the future. This handbook is designed to help organizational
leaders take steps to begin a strategic management process.

This handbook has been organized in three main sections. Section I
provides guidance on the processes which comprise strategic manage-
ment. These are: pre-planning, strategic planning, deployment, imple-
mentation, and measurement and evaluation. A model is presented in An
Introduction to Strategic Management and this model is repeated in each
chapter, highlighting the process being addressed.

The Keys to Success and Facts of Failure provide an overview of each
chapter. These Keys are determinants of successful strategic management
and while they apply to the entire system of strategic management, they
are best addressed in the chapter in which they are presented. Questions
following the Keys are those frequently asked of strategic planners. Their
answers are intended to help the reader understand who, what, when,
why, and how to be successful. The first Key in every chapter is �Assign
roles and responsibilities,� because roles and responsibilities change as
the organization moves through the various phases of strategic manage-
ment.

How is this
handbook
organized?
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Facts of Failure are not addressed directly in the handbook because they
are simply the Keys to Success stated conversely. Failure to adequately
consider and act upon the Keys generally in the process in which they
are presented can diminish successful implementation of the strategic
direction.

Both the Keys to Success and the Facts of Failure have been gleaned from
the management research literature combined with and validated by the
experiences of the participating organizations and of the author. Words
of Advice and Caution are interspersed to highlight main points. The
decisions made at these junctures can lead to success or failure.

Section II presents case studies from four of the organizations interviewed
as part of the research effort for development of this handbook. The case
studies follow the key processes of strategic management. Each one
contains a summation of the organization�s vision, mission, and guiding
principles, and an overview of its strategic management process. The
case studies illustrate four different approaches to strategic management
and how these organizations handled the various phases of their strate-
gic management effort.

Section III contains a glossary of terms used in this handbook, a bibliog-
raphy of the books, articles, reports, and papers reviewed to provide
background for the handbook, and a short biography about the author.

As you begin your strategic planning process, use this handbook as a
source guide to become familiar with the overall concept of strategic
management. Then, as each aspect of strategic management is intro-
duced into the organization, refer back to the relevant chapters in Sec-
tion I for additional guidance . This handbook was designed as a com-
panion to A Handbook for Strategic Planning; it �picks up� where the
previous handbook �left off.�  Therefore, you may want to familiarize
themselves with this earlier handbook.  However, a brief overview of the
DON strategic planning process is provided in the first chapter of Section
I, An Introduction to Strategic Management.

How should
this handbook
be used?
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�The plan has enabled us to coordinate efforts and focus like a
laser on certain processes that are critical to the NAF�s opera-
tion.�

�In implementing the strategic plan, take a long view of things, try
not to get bogged down in the weeds, and avoid flash-in-the-pan
successes.�

�Publicizing your goals and getting people involved to build a
critical mass are very important.  You can�t underestimate the
value of lots of publicity.�

�Each organization has to find out for itself the ideal number of
key players.  You may have ten people who are very important,
but you probably can get by with only six on your ESC as long as
you cover the spectrum of services performed by your organiza-
tion.�

�When you have a large ESC, you may never come to consensus,
or you may have false consensus.  You may have one person who
is just waiting to ambush you.�

�The process of getting to consensus can be tedious.  But you have
to go through it.�

�You have to be very careful about �groupthink� in your team.
That causes some problems to go unmentioned.�

�To make the strategic plan and TQL work, the senior leaders
have to make it evident that they believe this is not just an optional
way to do business, but the only way.  Not only do they have to
support it, they have to embrace it enthusiastically and sincerely.�

�If people are given any way to go around the system, or to
continue doing things the way they did in the past, the process
won�t change.  When that option is removed, and they are told
from the top that this is how we do business, then TQL works
wonders.�

�It�s a long process to get to the measurement part of how you�re
doing.  It has taken us well into our second year before we�re
ready to start measuring our initial moves.�

Lessons
Learned
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�To allay fear and alleviate peoples� concerns about privacy,
surveys have to be administered in a very deliberate manner.  It�s
a balancing act between how specific the information will be and
giving people the feeling that they can�t be picked out, that there
aren�t going to be any repercussions.�

�When you form teams it�s got to be a top-down approach.
People need to know that they have the full support of the Com-
manding Officer, that everyone is behind it, that their jobs won�t
suffer because they�re serving on a team.  They need to know that
supporting the strategic plan is part of their everyday work.�

�When chartering a team, set a reasonable period of time for it to
complete its task.  When the task is over, the team is over.�

�Training people before they have an opportunity to use what
they�ve learned is a waste.  They forget what they learned and
they get frustrated because there�s no way to practice it.�
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USMEPCOM, the United States Military Entrance Processing Command, is
headquartered in North Chicago, Illinois, where it employs approxi-
mately 280 civilian and military personnel.  Reporting to the headquar-
ters are two sector commands, each with approximately 25 personnel,
who oversee 65 Military Entrance Processing Stations (MEPS) having 24
to 54 personnel each.

The impetus behind USMEPCOM�s strategic planning and management
efforts is twofold.  First, according to USMEPCOM�s Strategic Planning
for the 21st Century�Ensuring the Quality of the Force, the Corporate
Information Management Initiative requires all DoD managers to identify
and implement process improvements in their functional areas of respon-
sibility.  Since all process redesign begins with mission and action plans,
each organization must have a clear mission statement and a strategic
plan that lays out goals and objectives.  Functional Process Improvement
is a key component of defense policy that is guiding the restructuring and
reorganization of the DoD.  Second, the Government Performance and
Results Act requires all Federal agencies to do strategic planning and
performance measurement.  The strategic plan developed by the
command�s senior leadership will cause USMEPCOM to identify and
implement functional process improvements and performance measure-
ments.  It will expand USMEPCOM�s presence throughout the Federal
Government and put it on a course that transforms the organization into
a higher performing system.

Case Study:
United States Military

Entrance Processing Command

Background
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USMEPCOM hired a consultant who used the DON Strategic Planning
Model to guide them through the process.  The pre-planning and organi-
zational assessment phases were completed and, in July 1995, the 12-
person senior leadership group met for a 3-day session at which they
crafted the mission, vision, guiding principles, strategic goals, strategies,
and draft objectives.  Their mission, vision, and guiding principles follow.

�The process that [the consultant] brought allowed us to brain-
storm problems . . . and whittle them down into something work-
able.�

�A lot of what we are doing is based on consensus.  That is the
most impressive thing about the process.�

Strategic
Planning
Process

Mission
(We) qualify applicants and ship recruits who meet service stan-

dards, and . . . conduct the DoD student testing program.
We are a partner in the success of the recruiting, qualifying, and

training triad during peacetime and mobilization.

Vision
USMEPCOM is a major partner in the accession process,
ensuring the Quality of the Force into the 21st Century.

We are a unique, innovative accession command and the . . . model
for entry-level qualification into the federal system . . .

We excel at providing accurate, timely, cost-effective evaluation of
applicants . . . We are the nucleus for managing information

pertinent to accession processing.

Guiding Principles
Our whole existence depends on customer trust and our

competence.  We must remain independent and impartial
in the accession process.

We constantly evaluate and improve how we do business by
optimizing resources, being . . .  innovative, promoting teamwork,

and working in partnership with our customers.

We respect each other and have the moral courage to be open and
honest.  We conduct ourselves with pride and hold ourselves

accountable in the performance of our mission.
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�The action planning, time-phasing, and resource estimation is the
hard part.  Coming up with the goals for the strategic plan and
then the strategies and objectives to support those goals went
pretty well.�

Following the initial strategic planning session, the Commander held an
all-hands meeting to talk about strategic planning and describe the draft
plan.  Informal feedback was received.

�We did a good job telling the workforce that we were working
on a strategic plan.  Initially that was met with a great deal of
skepticism, given the command�s past failure to come up with a
workable strategic plan.�

A month later the senior leadership group met again, considered the
informal feedback, and finalized the objectives.

Directorate heads briefed the draft plan to their mid-level managers and
invited them to a feedback session the following month.

A one-day feedback session was held for approximately 70 mid-level
managers.  The senior leadership team briefly clarified the vision, mis-
sion, and guiding principles.  Then the mid-level managers were assigned
to randomly selected groups of about 20 that met in turn with each of the
goal groups in separate rooms.  In these facilitated goal group sessions,
detailed feedback on the goals, strategies, and objectives was gathered.

�One day was not enough for the mid-level managers� feedback
session.  If it hadn�t been facilitated, it would have turned into a
big gripe session and very little would have come out of it.�

The goal groups affinitized the mid-level managers� feedback, decided
which items to incorporate in the draft plan, and compiled the feedback
with annotations: whether incorporated, where, and if not incorporated,
why not.

�The feedback session was valuable because it gave the mid-level
managers the feeling that they were involved.  They contributed
some good ideas that we were able to incorporate in the plan.
The benefits far outweighed the cost.�

Phase I
Deployment:
Completing the
Strategic Plan
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The plan was updated and distributed, with the annotated feedback, to
the senior leadership.

Then the Commander met with feedback session participants and distrib-
uted the draft plan and the annotated feedback.

�Feedback was more positive than it has ever been.  People were
saying, �They are serious this time.  We have a plan, a written
plan, and while it is not perfect, it�s more than we�ve ever had
before.��

The senior leadership team met again to finalize the plan and develop its
deployment and implementation strategies.

�There is a tendency to feel a little tired and burned out and
frustrated.  It is important for the group to get together again to
reinforce the importance of the plan, where it is, and the ability to
get there.�

The Commander briefed the plan to everyone at headquarters in a
second all-hands meeting.  At the same time, the sector commanders and
MEPS commanders presented the plan to their personnel at locations
across the country.

The strategic plan was published as USMEPCOM Order 96-1 on 31
October 1995.

�I think the fact that we stayed on course and published a strate-
gic plan on the target date of 31 Oct 95 impressed the workforce.
They were impressed by what they saw.�

Following publication, a personalized copy of the strategic plan was
given to each employee at headquarters.

The Messenger, the command magazine that goes to every individual in
the command, dedicated an issue to the strategic plan, explaining
progress in executing the goals.  In addition, the command plans to
dedicate the January/February 1997 issue exclusively to the strategic
plan.

Phase II
Deployment:
Communicating
the Strategic
Plan
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To deploy the plan outside the command, copies were mailed to the chain
-of-command; personally handed to the Commander�s boss; and mailed
to the command�s customers and partners, the recruiting commands, the
MEPS, and the training centers.

Future deployment initiatives are to:

4 Review successes in meeting the strategic plan at command-wide
meetings.

4 Establish a column addressing the strategic plan that will appear
in every issue of The Messenger.

4 Use e-mail and award ceremonies as vehicles to keep the idea
fresh in everyone�s mind that the organization�s successes are
almost always tied in some way to the accomplishment of the
strategic plan.

�We need to keep the plan in front of the workforce.�

4 Obtain the strategic plans of partners and customers, primarily the
recruiting services, to study them and attempt to bring theirs and
USMEPCOM�s closer.

Shown below are responsibilities of senior leadership and management
for implementation as outlined in USMEPCOM Order 96-01.

4 Remains intact

4 Chartered to oversee implementation of strategic plan

4 Meets formally every 2 months to:

� review status of implementation activities

� discuss and reach consensus on implementation needs

4 Provides leadership and guidance to the Command

4 Meets annually or as needed to formally revise the strategic plan

Implementing
the Strategic
Plan

Strategic
Planning Team
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Deputy
Commander/
Chief of Staff

4 Remain intact

4 Oversee implementation of goal area

4 Meet formally at least every 2 months with objective leaders to
review progress and provide guidance

4 Convene goal group meetings

4 Work with USMEPCOM facilitator assigned to goal group to
establish meeting agendas, etc.

4 Keep record of goal area implementation activity

4 Brief status of goal area implementation to planning group at
monthly Staff Call

4 Provide guidance and leadership to objective leaders

4 Convene objective implementation teams

4 Keep record of objective implementation activity

4 Brief status of objective implementation to goal group and also to
planning group as required

4 Work with facilitator to establish meeting agendas, etc.

4 Lead objective implementation

4 Chartered by goal groups (they develop their own charters that
are approved by goal group)

4 Develop and implement implementation plans for objectives
(tasks, responsibilities, time lines, resources required)

4 Oversees plan implementation activity

4 Retains tasking authority for all facets of the strategic plan

4 Coordinates implementation issues requiring immediate attention
with the Commander

4 Requires updated Officer Evaluation Report (OER) support forms
and civilian support forms from planning group members that
reflect strategic plan implementation responsibilities

Goal Groups

Goal Group
Leaders

Objective
Leaders

Objective
Implementation

Teams
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4 Requires training plans from planning group members that reflect
receiving training in areas associated with strategic plan imple-
mentation

4 Briefs new members of the staff on the strategic plan

4 Provides overall leadership and guidance to Command regarding
strategic plan implementation

4 Convenes planning group meetings

4 Works with facilitator to establish agendas, etc.

4 Shares guidance from higher echelons with planning group mem-
bers and ensures that guidance is reflected in the strategic plan as
appropriate

4 Champions the strategic plan to stakeholders and customers

4 Holds �all-hands� meetings to share plan implementation progress
with Command

4 Briefs new Commander regarding the strategic plan

4 Provides advice to Commander through the Program Budget
Advisory Committee (PBAC) process for the strategic plan

4 Provides for facilitation support

4 Maintains strategic plan documentation as the central point of
contact

4 Updates the strategic plan documentation as appropriate

4 Provides Goal Group support

4 Participate fully in strategic plan development and implementation
as planning group and goal group members

4 Champion the strategic plan within own areas of responsibilities

4 Develop job standards that include strategic plan responsibilities
and amend OERs

4 Develop training plans to address training in the areas of the
strategic plan

Commander

Director,
Resource

Management

Director,
Program Analysis
and Evaluation

Individual
Planning Group

Members
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Each goal group met with its objective leaders to outline their responsi-
bilities, select objective implementation teams, discuss charter and imple-
mentation plan development, and establish a timeline for goal group
review.

�It�s difficult to come up with implementation plans and timelines,
and allocate resources, when you are trying to look 5 to 15 years
ahead.�

�Implementation is managed at the goal level.  The goal group
leaders are responsible for keeping the senior leadership in-
formed on the status of the strategies and objectives that support
the goals.�

The strategies and objectives are listed in action plan format, and the
goal group leaders or objective leaders report their status to the deputy
commander.

�On a monthly basis, we are requiring them to give a subjective
evaluation of the impact of the accomplishments they are mak-
ing.�

At weekly command-wide meetings, the Commander informally shares
the status of strategic plan efforts.

�You can�t do this without command-wide involvement, but you
also need involvement of the senior leader in major areas.�

The action plans for the objectives submitted by the goal groups have
been reviewed and approved or disapproved.

�On some of them we�ve said, �Well, this sounds good, we can do
it.  Let�s proceed two steps at a time.�  On some others we�ve said,
�Well, it was a great idea but we can�t do it and here�s why.��

Every 2 months, the senior leadership team meets for a facilitated half-
day session to do a detailed review of plan implementation, modify the
plan if necessary, and obtain consensus when needed.

�The process we are using enables us to refine the strategic plan
as we go along.  We will not give up on the plan and call it a
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failure, but refine it to something that remains manageable and
workable.�

�One of the MEPS commanders tied all of her major accomplish-
ments to the four goals of the strategic plan when she submitted
input for her annual evaluation report.  If we can make that the
standard, we can really start to institutionalize the strategic plan.�

Some mid-level managers are requiring their civilian employees to tie
what they are doing to the strategic plan.

�If you say, �We�re going to start measuring processes,� and your
employees say, �Why?  We�ve never done that before,� you can
say, �Because this is one of the steps involved in accomplishing the
goals in the strategic plan.��

There�s been some change in behavior�people working together, trying
to solve problems, trying to make sure that they look after each other and
that everybody is credible.

�The camaraderie and morale are better because there�s a pub-
lished strategic plan that people can look at and say, �I can iden-
tify with this.�  But we need to be farther down the road before we
can say people really believe in the guiding principles and prac-
tice them every day.�

The civilian award system is being reevaluated and that is attributable to
the strategic plan.

�As you implement the strategic plan, you are institutionalizing the
guiding principles, vision, and the accomplishment of the goals.�

One of the goals of the plan is to establish quantifiable performance
measures that are tied to accomplishing objectives.

�We�re still struggling with the measurement part.�

Implementation
Results

Strategic
Measurement
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Goal group leaders track progress on objectives using action plans to
check off objectives which are accomplished.

Feedback from customers on whether service is better is gathered, both
orally and by letter.

�How do you measure whether you are giving good customer
service?  I don�t know any other way but talking to the people you
are serving and going by what they say.�

�We may be trying to do too much too fast.  It looks like we are
trying to do everything at once because we have short timelines
with early start times.�

�Resource managers or budget managers have to be part of the
planning team. As you make the strategic plan more forward-
looking�when you start looking at undertaking new areas of
business or giving up areas of business or taking on new pro-
grams�you have to program money or it will never happen.�

�The strategic plan has to be linked to the budget process because
you only get so many dollars.  If you are looking to do improve-
ments�which of course we all are�you�ve got to tie that to
dollars.�

�It is very difficult to think strategically 10 to 15 years out if you
have a lot of near-term things that need to be fixed first�things
like cultural problems, the evaluation system, customer relations,
and performance improvement measurements.�

�It is difficult to replace subjective evaluations with quantifiable
performance measurements.  The goals that deal with changing
the command culture and improving customer relationships and
satisfaction are a bit hard to measure.�

�You don�t get rid of mistrust overnight.  Following the plan makes
people believe� that the leadership is serious, that it is a real
plan, that we can adjust it, but basically this is our guidance for
the future.�

Lessons
Learned
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�Successful implementation requires commitment to the plan.  If
somebody says, �Let�s go off and do this,� you can say, �Show me
how that supports the strategic plan.�  You have to continue to
focus on the plan, although occasionally you may have to step
outside of it.�

�Communication is absolutely essential to successful implementa-
tion.  As long as we continue to emphasize the plan and commu-
nicate what we�re accomplishing, people continue to believe we
are serious.  Keeping the plan visible to the leadership and the
workforce, using whatever resources you have available, is prob-
ably the key to implementation success.�

�We need to go back periodically and recapture the closeness that
we had after we finished our initial strategic planning session.  It
just takes stepping outside of the day-to-day environment from
time to time, sitting back, rehashing, talking to each other, reaf-
firming our teamwork principle.�
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Case Study:
Center for Veterinary Medicine

The Center for Veterinary Medicine (CVM), part of the Food and Drug
Administration, is an organization of approximately 250 people with
facilities in Rockville and Beltsville, Maryland.  CVM initiated the strategic
planning process in response to demands for speeding up the review and
approval of new animal drugs while increasing vigilance in protecting the
public against unsafe and fraudulent products.  Workload was increasing
in a period of declining resources.  They saw the need to shift from focus-
ing solely on protecting the public from unsafe animal products and fraud
to ensuring that safe and effective drugs needed for use in animals could
gain access to the market in a timely manner.

�We needed to rethink what we actually did in terms of the service
we provide to the taxpayers.  That�s what started us out in our
strategic planning process.�

The CVM hired a consultant to guide them through the strategic planning
process.  She assessed the organization by interviewing the 30-member
senior leadership team that formed the planning group as well as focus
groups of employees.  The resulting data package was used as the basis
for the strategic planning undertaken at a 3-day offsite in November
1994.  The senior leadership team developed the mission, vision, and
guiding principles, and affinitized the issues into five broad goal catego-
ries.

�It was a very long three days.  We worked from 8 in the morning
to almost midnight every night.�

CVM�s mission, vision, and guiding principles follow:

Background

Strategic
Planning
Process
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Mission
[CVM] is a public health organization that enables the marketing of effec-
tive animal drugs, food additives, feed ingredients, and animal devices that
are safe to animals, humans, and the environment.  We, in partnership with
Federal and state agencies and other Center customers, ensure animal
health and the safety of food derived from animals.  We . . . take regula-
tory actions . . . perform research, monitor product safety and efficacy, and
continually strive to improve the quality of our processes.

Vision
We are an internationally recognized public health organization respon-
sible for the evaluation, approval and/or surveillance of animal drugs, food
additives, feed ingredients, and animal devices.  We are proactive in our
efforts to increase the availability and diversity of safe and effective prod-
ucts that relieve animal pain and suffering, sustain their health, improve
animal productivity, and do not compromise public health.  We . . . [use]
state of the art science and technologies to . . . accomplish our mission.
People . . . work cooperatively as an integrated team.  We foster open and
collegial partnerships with our constituencies . . . We all live by, and our
managers exemplify, the Center�s guiding principles . . .

Guiding Principles
Health Protection:  We honor our role in protecting the health of man and
other animals, and value the principles . . . of the supporting laws and
regulations.

Integrity:  We conduct ourselves with honesty. . . recognizing that uphold-
ing the public trust requires the highest standards of moral and ethical
conduct.

Quality:  We achieve excellence through continuous. . .improvement in all
our processes . . . we recognize the value . . . of science in reaching regu-
latory decisions.

Teamwork:  Everyone�s contribution is important.  Working together, we
place the mission of the Center first and align our contributions . . .  toward
that end.

Communication:  We communicate information, ideas, and decisions, both
internally and externally, in a candid, timely, and comprehensible manner.

Equity:  We treat our customers and each other with fairness, courtesy,
respect, and compassion while fostering an atmosphere of mutual trust.

Diversity:  We promote cultural and gender diversity in the workforce to
strengthen and enrich the Center.

Innovation:  We apply new concepts, ideas, and creative approaches to
improve current operations and meet the challenges of the future.



�135�Strategic Management for Senior Leaders: A Handbook for Implementation

In response to the interest that had been generated after the first offsite,
the senior leadership decided to include a broader representation of the
workforce in the strategic planning process.  Consequently, a lottery was
held in December 1994, and 20 additional people were chosen for the
planning team, including scientific and technical staff, clerical employees,
and managers.

�[We] felt that the plan should really be coming from the organi-
zation, rather than being dictated down from management.  We
were talking about restructuring the processes by which we do
work, and the people who know how to do that are the people
who actually do the work. �

At a second facilitated offsite, the now 50-person planning team formed
goal groups; finalized the goals and presented them to the planning team
for consensus; and developed the strategies and objectives for reaching
those goals.  Each goal group was made responsible for prioritizing the
strategies and objectives for its goal.

�With 50 people on the planning team, driving for consensus is
very hard work.  But we think that including more employees
encourages ownership of the plan throughout the Center and
produces a lot of good ideas.  Our plan will be better because we
brought in as many people as possible.�

After the second offsite, a copy of the draft plan was sent to every em-
ployee in the Center with a request for comments.

�The mission, vision, guiding principles, goals, strategies, and
objectives�everything we had was put in front of the employees.�

At an all-hands meeting for everyone in the Center, each of the five goal
groups gave a 20-minute briefing on what its goal was all about and
what that goal was intended to accomplish.

The draft plan was made available on e-mail and a special e-mail ac-
count was set up just to collect comments.

Boxes were placed at three different locations to collect anonymous
comments.

Phase I
Deployment:
Completing the
Strategic Plan
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About 15 percent of the employees commented in some manner.

A third facilitated offsite produced time frames and milestones covering a
5-year period.  The issue of resources was left to executive action.

The Center staged an innovative kick-off event for the published strategic
plan.

In the late morning of September 20, 1995, the Center Director gathered
the employees from both facilities and told them that he was closing the
whole Center for the rest of the day.  He gave each employee a copy of
the new strategic plan and told them to go away for two hours to think
about how they�d like to fit into the organization envisioned in the plan
and become involved in attaining the vision.

When the employees came back, the Center Director described his vision
of the �new� Center and how the strategic plan was going to be imple-
mented.  Then he invited all of the employees to come back into the
building and take the rest of the day to meet the goal groups and find out
more about the plan.

While the employees were gone, the goal groups had set up booths with
posters to explain their goals, and balloons and snacks to attract atten-
tion.  As the employees visited each booth, they were invited to work on
the objectives.

To encourage the employees to learn about all of the goals, each person
was given a ticket to get punched by each goal group visited.  Tickets
punched by all five goal groups were put in a hat for a drawing for
about 20 small prizes.

�All of this made a nice, fair-like atmosphere.  People had a good
time while they were learning about the strategic plan and how it
was going to be implemented.�

There was also a photo contest and the pictures were displayed for about
3 months so that people could vote on them.  Winners were announced
in six categories.

Phase II
Deployment:
Communicating
the Strategic
Plan
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�We had a lot of participation, a lot of pictures that we displayed.
We kept interest up that way.  We kept it in front of people.�

The Center publishes a newsletter about strategic planning activities every
other month.

A version of the plan was tailored for external distribution without the
time frames, names, and some other details.  This was distributed, with a
letter asking for comments, to the Center�s customers, stakeholders, and
various offices in FDA.  Verbal feedback was received, but no written
comments.

�We specifically asked these groups for their comments so they
would feel they were part of the process, but we didn�t get a lot of
feedback.�

The plan was addressed in speeches and written up in the trade journals.

FDA management gave approval to go ahead with the plan.

�We now have a roadmap for becoming the organization that we
say we want to become in our vision statement.�

An executive board was created to manage implementation actions and
monitor implementation progress.  One of its first acts was to take the
priorities of the individual goal groups and make a master priority list of
things that needed to be accomplished.

The executive board is a subset of the strategic planning team consisting
of 16 members:  each of the five goal group leaders, the Deputy Center
Director, the directors of each of the four offices, and a nonmanagement
member from each of the goal groups.

At its monthly meetings, the first order of business is for the goal groups
to report what they�ve been doing and tie this to the milestone chart.  If
they are not able to complete a specific objective by the date designated
in the plan, they must formally request an extension from the executive
board.

Implementing
the Strategic
Plan
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The executive board reviews goal group reports and makes recommen-
dations to the Center Director.

A six-member planning staff supports the executive board and is charged
with monitoring progress in relation to the time horizon of 5 years,
tracking the percentage of the goals that have been accomplished, and
making sure that milestones are met.  The head of this staff is the perma-
nent secretary to the executive board and sees that anything that needs to
be done gets on the board�s agenda.

To develop the plans for implementing the specific strategies and objec-
tives under those goals, strategic implementation groups (SIGs), were
formed.  Planning team members may or may not be members of SIGs.

�Anybody in the organization can volunteer and sign up to par-
ticipate in any one of the SIGs.  That�s how we actually get the
work done.�

A schedule of when the various goal groups and SIGs are meeting is
published every week and this is displayed in the hallway.

Advertisements for people to participate in the SIGs are published when
work on objectives is about to be initiated according to the schedule.

Once a quarter, the normal work of the Center is shut down for two
days, and activities are dedicated totally to the strategic plan.  The execu-
tive board meets to make sure that strategic planning activities are on
track and that things aren�t being allowed to slide.  Employees who are
involved in a goal group or SIG put aside their regular work and dedi-
cate their time to strategic planning activities.  Those who elect not to be
part of these activities are expected to do their normal work.

�The fact that we shut down all normal work for those periods of
time is a reminder to everybody that the plan is alive and there�s
activity on it.�

When a goal group comes to the executive board saying they want to
implement an objective, the executive board passes that request on to the
Center Director.  Then the Center Director sends it to whatever office is
going to be in charge of doing the implementation asking whether re-
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sources are available.  Based on the response, the Director makes a
decision on whether those resources should be used to accomplish that
specific objective.

�I [the Center Director] say, �Here is what is proposed for your
organization to do.  You do the cost analysis, and tell me whether
or not you can afford to do this; if not, why not; if not now,
when?�  Then I make the decision.�

�People have more ownership in the organization because they�re
participating in the plan.  It�s their plan.  It�s not the Center
Director�s plan.  It�s not management�s plan.  It�s the
organization�s plan. They own it.�

The plan has had an impact on behavior. The employees want to have
input into the direction of the Center, the work activities, and other as-
pects of work at the Center.

�Before the plan, people were only concerned with what they were
doing and what was happening in their own particular area.
Now they�re looking more at the big picture.�

The senior staff is now stopping to think before they take an action to
make sure that it fits with the plan.

�Management asks, �How does it fit in with the strategic plan? Is it
in accord with the guiding principles?  Does it help us reach the
vision?  Does it support the mission?��

Teamwork as a way to conduct activities is one of the guiding principles.
In recognition that �everyone�s contribution is important,� membership on
teams is open to everyone interested in serving.

Teamwork is also a goal.  Training on how to use teams has been con-
ducted.  People have been trained to facilitate teams and their services
are made available to all teams.

Communication of information and decisions, both inside and outside
CVM, in a candid and timely manner is one of the guiding principles.

Implementation
Results
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Results indicating that this principle is becoming part of the culture in-
clude:

4 A guidance policy has been developed concerning written docu-
mentation of all substantive internal and external communication
that relates to regulated products.

4 Significant efforts are being made to communicate to customers
the need for improving the quality of drug approval submissions
to speed up the review process.

4 The end-of-week �significant events� report, which is prepared by
each of the four offices, is now available to everybody, rather
than to only a few.

Training announcements, advertisements for SIG participants, and other
announcements are now available to everybody on e-mail.

�People are certainly informed, and some people are even com-
plaining about too much e-mail!�

Schedules of team meetings are posted in the hallways.

�When people walk by, they can immediately see when and
where these groups are scheduled.  They can see that the goals
and objectives are being worked on.�

Day-to-day business is combined with work on the plan.

�The Director has said that we could slip deadlines and put off up
to 20 percent of the day-to-day work in order to meet the strategic
plan milestones.�

About 10 of the 170 objectives in the plan have been completed and an
additional 3 process improvements have cleared the approval process
and are about to be implemented.

The strategic plan will be �revisited� in the summer of 1996.

�I think that the initial plan was the first cut.  Now we�re going to
fine-tune it and focus it.�
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�We really haven�t grappled with how to measure the impact.
That will be one part of the revisit to the plan.�

�You have no way of knowing in advance what kind of resources
it�s going to take to do the things you want to do.  You have to
constantly adjust to maintain a proper balance between the strate-
gic planning process and the actual day-to-day output of what
your organization is supposed to be doing.�

�Understandably, the managers say that they need more resources
to do something, or we�ve got to slow implementation down, or
we have to make some adjustments in the plan.�

�We need to go back and revisit the plan.�

�The strategic plan didn�t deal with all the strategic issues of the
Center.  We don�t want to throw away anything that�s in the plan;
what we need to do is add some things.  All the things that are
currently in the plan are important to getting to the vision.  It�s just
that some pieces were left out.�

�It�s important to include mid-level managers in the planning
process, to get their alignment and support.�

�We probably didn�t prioritize to the extent that we should have
and sometimes we feel overwhelmed.  Some of the problems
we�re having arise from the fact that we just have too much on our
plates.�

�The strategic plan needs to be an integral part of the budget
development and resource allocation process.�

�There are things that come up that have to do with the plan that
no one wants to fund.�

�Everybody has to recognize that there is no turning back.  It takes
as many people as possible to be behind it pushing it, not just the
senior leadership.�

�We constantly reaffirm the message that there is no Plan B.
We�re going forward with this.  We say, �Make it as good as you
can because this is the way we plan to move into the future.��

Strategic
Measurement

Lessons
Learned
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�Make sure that strategic plan work is highly visible, that people
are talking about it every day. You can�t really be very successful
in implementing the strategic plan unless you get a majority of the
employees involved in it.�

�Throwing the spotlight on a few successful efforts usually goes a
long way toward getting buy-in, commitment, and everybody
pushing the plan.�


