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Introduction
In the fall of 2008, Carleton University introduced a new Strategic Plan as well as an institution-wide process for ongoing planning. Both the plan and the process were developed through wide consultation across the University and have been designed to provide guidance and direction to the institution in the coming years.

The Strategic Plan sets the context for all other planning at Carleton and defines a vision and high-level set of goals for faculty, staff and administration. It has been developed by the President, Vice-Presidents, Deans with input from a broad cross-section of the population on campus and in Ottawa. The Plan is expected to be renewed approximately every five years. 

The planning process that accompanies the Strategic Plan is called the Carleton Planning Framework and was developed by the Vice-President (Finance and Administration) along with heads of administrative support units throughout the institution. The Framework outlines the annual planning process which begins in October when the President develops and communicates the ‘yearly priorities’ for the institution. These priorities identify those aspects of the Strategic Plan that will be emphasized for the following year, and drives the development of the budget framework. In December of each year, the Vice-President (Finance and Administration) develops and communicates the budget framework for the year ahead. The budget framework translates the yearly priorities into financial terms and outlines the broad parameters for how resources will be allocated. 
The Strategic Plan is available at: http://www2.carleton.ca/about/administrative/strategic_plan.php
Once the yearly priorities and budget framework have been established, all units across the institution begin the process of developing their annual plans. This process gets underway by January. Faculty and administrative support unit leaders will meet part way through the planning process to share their high-level priorities in order to identify potential synergies and areas for cross-functional collaboration. During February Resource Planning Committee Chairs (see attached list) will submit their budget requests to the Financial Planning Group (see attached list) who will make decisions about the budget to be proposed to the Board of Governors for the next fiscal year. In April, following Board approval, units will refine the plan based on budget decisions. Implementation of the annual plans begins in May.  

Purpose
The Strategic Planning Guide for Administrative Support Units has been designed to assist administrative departments in the development of their annual plans. The Guide outlines in detail the steps in the planning process and provides templates and support tools to help units successfully complete their plans.  At the heart of this process is the engagement of all staff in the discussion of ideas and in the development of all aspects of the plan. The outcome of these discussions will be an actionable, successful annual plan that everyone understands and supports.

The general approach to planning is a five-step process:

1. Conduct a Situation Analysis. Begin by assessing progress from previous years. Ask questions such as what is our current situation? What does the assessment data tell us? What are we doing well? What can we improve? What external and internal opportunities or threats exist?

2. Complete a risk assessment review (Refer to the document Identification and Management of Risk)
3. Identify departmental priorities by determining how the unit can best support and advance the University’s strategic plan and yearly priorities.
4. Establish Objectives, Initiatives, Measures and Targets
5. Implement the plan and monitor progress throughout the year
(See Strategic Planning Model on the next page).

Strategic Planning Model 
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Preliminary Planning

Situational Analysis

· Where are we now?

· What are our stakeholders telling us/their needs?

· What does our assessment data tell us?

· What are we doing well? Our strengths?

· What can we improve? Our weaknesses?

· What are the external/Internal opportunities/threats?

· What is happening in the external environment? Trends?

Risk Assessment  

Identify major risks facing university and department and what controls are in place. (Identification and Management of Risk).
Identify Priorities

· How do we support the University’s Strategic Plan?

· In what major direction will we focus our efforts to advance the University’s strategic plan?

Establish Objectives and Initiatives

· What objectives/initiatives will we establish within the four perspectives: Customer; Stewardship of Resources; The Way We Work; Our Employees

· Who do we look to accomplish these objectives?

Determine Measures and Targets

· How will we know we have improved?


One-Year Action Plan

Budgeting


Refinement of Plan


Implementation

Monitoring of Results
Step One: Situational Analysis
The first step in the planning process is to conduct a situational analysis. This analysis includes an assessment of the current situation, what have you accomplished in the last year and a review of any existing data to determine how successful you are today and what opportunities exist for the future.  This assessment helps in stimulating discussion, understanding, and decision-making for your plan. A useful tool for this stage of planning is the SWOT analysis used to evaluate Strengths, Weaknesses, Opportunities and Threats to your department. 

 An internal assessment can include organizational assets, resources, people, culture, systems, and partnership suppliers.  An external assessment could include marketplace, competitors, social trends, technology, regulatory environment, and economic cycles.

To reap the full benefits of a SWOT analysis it is important to use the tool correctly. The first thing to remember is that the analysis should focus on what is critical and strategic to your department. Laundry-lists of strengths, weaknesses, opportunities and threats are not in themselves helpful. Rather, to get any really meaningful analysis you must look at the potential implications of this information on the University’s and your department’s plans and activities.

Note:  For those units who have a mission statement and/or principles and values, this is the time to reflect on them.
To assist you in completing a situational analysis answer the following questions:

	Where are we now? (What have we accomplished in the past year?)

	1.

	2.

	3.

	4.

	5.


	Who are our stakeholders (customers, clients)? For example, students, faculty, staff, alumni, etc.) What are our stakeholders telling us about their needs?

	1.

	2.

	3.

	4.

	5.


	What does our assessment data tell us? 
(Examples of assessment data include internal/external surveys, focus groups results, benchmarks, etc)

	1.

	2.

	3.

	4.

	5.


	What are we doing well? (Strengths- maintain, build and leverage)

	1.

	2.

	3.

	4.

	5.


	What can we improve? (Weaknesses – those things that prevent you from doing what you really need to do)

	1.

	2.

	3.

	4.

	5.


	Opportunities (Potential areas for growth and higher performance)

	1.

	2.

	3.

	4.

	5.


	Threats – (Challenges confronting you, external in nature)

	1.

	2.

	3.

	4.

	5.


Step Two: Identification and Management of Risk

An important step in the strategic planning process is the identification and management of risks to the University and the department. Some of these risks will have already been identified as Threats or Weaknesses during the SWOT analysis. However, identification is not enough and departments are also responsible for determining what mitigating activities are necessary to manage these risks and who is accountable for the mitigating activities. A risk management strategy is an essential element of strategic planning.
Each year, Carleton conducts a risk assessment that focuses on entity-wide and activity-level risk where the financial loss to the University is estimated to be greater than $250,000 or has a moderate impact to the health, safety, reputation or other non-quantifiable negative outcome to the University. The general approach to risk assessment involves three steps: identification of risks; analysis of risks identified in terms of estimating their significance and assessing the likelihood of occurrence; and reporting on action taken or that is required to manage the identified risks. This assessment excludes risks that are covered by property and liability insurance policies. 
In the summer of 2008, Internal Audit and Advisory Services conducted a Risk Assessment Survey.  The results of this survey produced the University Risk Register. This Risk Register, which has been sent to all managers, should be reviewed as part of your annual planning activity to understand these risks and to identify what you consider to be additional risks. 

	University Risk Identification (risk identified per the University Risk Register)

	Identify any risks, or any opportunities which you think ought not to be missed, that could have an impact upon delivering and achieving the objectives of the University’s Strategic Plan.  These risks and opportunities could relate to:  strategic intentions, and current and future projects and initiatives. 

	Risk / Opportunity

(description and associated factors)
	Significance (Impact)

Low, Medium or High
	Likelihood (Probability)

Low, Medium or High
	Management Controls currently in place
	Management Controls required

	1.
	
	
	
	

	2.
	
	
	
	

	3..
	
	
	
	


Once you have reviewed the Risk Register, it is important to identify any risks that are more specific to your department. Identify those risks that could have an impact upon delivering and achieving your objectives and determine the implications for your departmental plan(s).  These risks and opportunities could relate to: strategic intentions, current and future projects and initiatives, and day-to-day activities, and risks for which you will have identified as part of your situational analysis exercise.  
	Departmental Risk Identification

	

	Risk / Opportunity

(description and associated factors)
	Significance (Impact)

Low, Medium or High
	Likelihood (Probability)

Low, Medium or High
	Management Controls currently in place
	Management Controls required

	1.
	
	
	
	

	2.
	
	
	
	

	3.
	
	
	
	


Note: Refer to 2008 Risk Assessment Report by Internal Audit and Advisory Services for definition of levels if impact and probability.
Budget Implications

You should then evaluate the implications for your area of responsibility and whether you can operate within budgeted amounts.  This analysis should include both risks and opportunities that relate to the plans at your departmental level and those that may have an impact at the institutional level (which may appear on the University Risk Register). You need to determine whether resources (financial and non financial) and mitigating strategies are appropriately allocated based on the level of risk and desired level of effectiveness.
	Resources Requirements

	Identify actions required to manage the risks identified as high impact - high probability and the resource implications of these actions where these are not included in the budget submitted.

	Risk/Opportunity
	Management controls or actions to manage risk. 
	Resource implications (that are not otherwise included in the budget submitted)

	1.
	
	

	2.
	
	

	3.
	
	


Other Areas of Concern

You should also document particular areas within your unit or on campus which concern you. (For example, controls/processes that broke down, policies that did not work, changes to the internal/external environment, etc.)  Please explain your concerns. Are there any controls/processes that should be revised or put into place?
Forms for the Risk Assessment can be downloaded at www.carleton.ca/internalaudit/riskforms/  Once these have been completed they should be forwarded to Martin Rubenstein, Director of Internal Audit and Advisory Services, Room 610H, Robertson Hall. The deadline to submit the Risk Assessment is February 27, 2009.
Step Three: Identify Strategic Priorities
Once you have reviewed the Strategic Plan, the yearly priorities as set out by the President, and your own situational analysis, you are ready to identify priorities for your own unit. 

Begin by asking the following questions:

1.  How might we best support the University’s strategic plan given the yearly priorities and budget framework?

2.  In what major direction will we focus our efforts to advance the University’s strategic plan?  
To help prioritize your potential strategies, you will need to determine:

· To what extent will this address the needs of those we serve and our unit?

· To what extent will this advance the strategic plan?

· To what extent is it realistic and doable in terms of cost and time?

· Do we have (or can we get) the expertise and resources to accomplish it?

It may be challenging to determine which priorities to focus on.  One way to look at managing your priorities is to develop a decision matrix, outlining the priorities and then determining whether the priority answers the questions above.

	Criteria

	Potential Priorities
	 Addresses the needs of those we serve
	Advances /supports the strategic plan
	Required cost and time are feasible
	Have expertise and resources to do

	
	
	
	
	

	
	
	
	
	

	
	
	
	
	

	
	
	
	
	


In February of each year there will be an opportunity to share your priorities with the Faculty and Administrative Support Unit Leaders. (See Schedule, page 19)
Introducing a Four Perspective Approach to Planning
The Carleton Planning Framework has adopted a four-perspective approach to planning for administrative support units. It is derived from the Balanced Scorecard Performance Management System used extensively in private and public sector organizations across North America and Europe. The advantage of this approach is that it will help you translate institution-wide strategic directions into specific operational objectives and measures. A balanced approach considers metrics in four perspective areas and recognizes that all perspectives are important to success. The four perspectives are: Customer, Stewardship of Resources, The Way We Work and Our Employees.  

Customer:  Who are our customers/clients/stakeholders (internal and/or external)?  What do they need?  How do we offer services that create value for them and serve their needs?

Stewardship of Resources: How can we cost effectively deliver needed services?  What possibilities exist for generating new revenues or reducing expenses?

The Way We Work: What key internal processes must we excel at to provide excellent service for our customers/clients/stakeholders?  Are there ways to restructure how we do our work to be more efficient and effective?

Our Employees: How do we enable ourselves to grow and change, meeting on-going demands?  What do employees need in the way of training, skills, knowledge and support to meet our existing and future challenges?     
When using the four-perspective approach you will find that it covers all of your activities, allows you to see the relationships among them and provides a framework for aligning your strategies with objectives and measures. This approach causes you to think differently on how you will achieve success in your work.  

For example, a department that provides academic counselling to students (Customer) offers its services through highly trained staff who have skills in counselling and a comprehensive knowledge of the University (Employees). Counselling staff rely on referrals from academic departments. These referrals are sent in hard copy through the inter-office mail (The Way We Work). In providing the academic counselling to students the department is keeping within budget approvals and staff resources (Stewardship of Resources).  If this department’s goal is to improve services to students, it may need to provide more training to staff and introduce some new electronic processes to speed up the referrals.     
You will find when looking at your own department, that your success in making process improvements, operating in a fiscally responsible way, and meeting the needs of all customer groups depends to a great extent on the ability of employees and the tools they use.                                                              

A well-designed plan will describe your strategy and priorities through the objectives, initiatives and measures you have chosen within the four perspectives. If your employees are motivated, have the right skills, your processes are efficient and measured, your resources are in line and your  customers find value in what you do, you will achieve your strategy.
Step Four: Establish Objectives and Initiatives

It is now time to establish your objectives and initiatives using this four-perspective approach. It is not essential to have something in each perspective every year; a unit may be strong in one area and therefore decide to focus on two other perspectives during the coming year. 

An objective describes what you must accompllish in order to effectively implement your strategic priorities. Objectives are the basic building blocks of strategy. Objectives should be SMART – specific, measureable, achievable, relevant, and time-frame based. Objectives usually begin with action verbs. Once the objectives have been identified the next step is to determine what initiatives or projects will take place to achieve the objective.  At this time you should also determine who will be accountable for the initiative, what resources you will need to assist in the success, and the deadline to get this initiative completed. Resources may include staff time from other departments. 
Translating the Strategic Plan to Goals and Objectives
Carleton University’s Strategic Plans entitled “Defining Dreams” sets out a number of strategic goals for the University. The following excerpts from the plan illustrate a few of these goals:
· Excellence: “….We recognize that the academic mission of the university is dependent upon outstanding administrative and student support services that respond to the needs of our students, professors and researchers….”

· Innovation: “….We must also encourage and support new ideas and creative solutions to issues such as the stewardship of physical and financial resources, technology, environmental sustainability, governance and operational efficiencies.”
· Campus Environment: “…Carleton University has a responsibility to provide its members with a safe and healthy environment where all who work and study here are valued and have opportunities for professional and intellectual development….”

· Funding: “….Review the current allocation of internal resources in all areas and make adjustment to reflect priorities and goals…”

Continuing the example of an academic counselling service, the objectives and initiatives could be developed from the Strategic Plan as follows: 
	Perspective: Customer

Strategic Goal: Excellence
	Accountability
	Deadline
	Resources/ 

Expertise Needed

	Objective: Provide students with access to fast and effective academic counselling by reducing wait times
	
	
	

	Initiative: Hire more counsellors
	Director
	May 2009 
	$150,000 budget request to RPC

	Perspective: Stewardship of Resources
Strategic Goal: Sustainable Funding
	
	
	

	Objective: Keep spending within budget


	 
	 
	 

	Initiative: Monitor financial results on a continuous basis and take appropriate action
	All managers 
	Ongoing 
	Finance Department  

	Perspective: The Way We Work

Strategic Goal: Excellence, Innovation
	
	
	

	Objective:  Continuously improve our processes and service in an efficient and effective manner
	 
	 
	 

	Initiative: Introduce electronic referral processes
	Director and functional team 
	September 2009 
	CCS

	Perspective: Our Employees

Strategic Goal: Campus Environment
	
	
	

	Objective: Support a skilled and knowledgeable workforce

Initiative: Develop staff development and training plans for all staff
	Managers/staff 
	May 2009 
	Human Resources and managers 


Establish Measures and Targets

One of the key success factors of making strategy work is measurable objectives. Why measure? Once you have established objectives, you will need to know when you have achieved success. The benefits of measuring are not only to help you achieve the objective, but to be able to detect problems, and understand the process when the objective is not being met.  It has been proven over time that “what gets measured gets done.” Selecting the right measures is critical to ensuring your success.  
Before measuring you need to determine what metric you are going to use to measure.  The measure would provide information on the progress towards the objective.  Then you would determine a target which would communicate the expected performance level both in the short and long term. 
For example, if the objective is to consume less energy on campus, the metric would be the amount of energy consumed and the measure would be our total kilowatt hours.  The target might be to reduce our energy bill by 100,000 Kilowatt hours in the first year, with a long-term target of an annual reduction of 300,000 kilowatt hours. 
Perspective: Stewardship of Resources
Objective: Consume less energy on campus
Initiative: Community campaign to have staff and students turn off lights and computers when not in use

Measure: kilowatt hours
Annual Target: Reduce energy consumption by 100,000 kilowatt hours

Long Term target: Reduce energy consumption by 300,000 kilowatt hours
Another example:
Perspective: Customer (students)
Objective: Provide student with access to fast and effective computer technology 
Initiative: Create more student computer labs on campus

Measure: Number of computer labs
Target: 5 new student labs in 2009-2010

Long Term Target: 20 new student labs in next 5 years
Deadline: May 2009
Some guidelines to follow:

· Select the right measures to clearly achieve the objectives 

· Try to have measures that can be compiled more than once a year, so you can track success
· Don’t arbitrarily select targets

Below is a Strategic Measures and Initiatives template that will capture your objectives, measures, target, initiatives for the year based on the four perspectives. Once you have completed this template, you will have a snapshot of your annual plan. 

 The actual template is available to you to download www.carleton.strategicplaning.ca
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Budget Requests and Plan Refinement

Faculty and administrative support unit leaders will meet part way through the planning process to share their high-level priorities in order to identify potential synergies and areas for cross-functional collaboration. This meeting will focus on identifying the connections between and among initiatives, where units need help from others, and how these collaborations might be facilitated.  This will also help determine whether the support from other units on certain initiatives will be available.  If it is determined that an initiative cannot obtain the support of other units, it may not possible for the initiative to move ahead.  You would adjust your plan accordingly. 

Once your preliminary plan has been completed, you will need to submit the plan to your manager for approval. You will also be required to submit a budget request. During February, Resource Planning Committee Chairs will submit their budget requests to the Financial Planning Group who will make decisions about the budget to be proposed to the Board of Governors for the next fiscal year. These decisions could affect your plan and there may be a need to refine your preliminary plans to take into account any changes necessitated by budget decisions. In the process of refining the plan, a great deal of work is done on defining ways to measure progress. 

Step Five: Implementing the Plan and Measuring Progress
The final step in the planning process is the implementation of the plan, and monitoring its progress.  At this stage, your plan comes alive with everyone within the department focused on successful implementation.  The completed Strategic Measures and Initiatives template will help to keep you focused on your goals.  To assist in the monitoring of the progress, a status column to the far right of the template has been created.  The legend for the status definition is:

· = completed
IP  = In progress and On time

D  =  In progress and Delayed

X  = Not Completed

C  = Cancelled

Use the template and the status column to keep your plan alive and up-to-date.  An important element in the monitoring of the plan is consistent communication with your staff about progress.  With continual monitoring and communication you will be able to identify the progress and assess why some initiatives have not been completed and determine a course of action. 
Monitoring Tips:

· Review on a monthly or quarterly basis

· Identify initiatives that are not progressing, determine why, make adjustments

· Communicate to your staff the status of the plan 

A Concluding Note

Planning is a constant process of review and improvement. This year, Carleton University has launched an ambitious new planning process that integrates the Strategic Plan with an institution-wide process for ongoing planning. As we move through this process, we need to reflect on how effective we are in our approach, and learn how we can improve.  Patience, collaboration, cooperation and support will allow us to succeed.

We hope that the Strategic Planning Guide for Administrative Support Units has helped you in the development of your annual plan. Please send any comments or suggestions to improve the Guide to cindy_taylor@carleton.ca 

Further assistance is available to support you in this planning process by way of facilitation of workshops and consultation. If you would like further help in planning, please contact the Office of Quality Initiatives @ cindy_taylor@carleton.ca or call Cindy Taylor directly at ext. 7847. 
Carleton University
Carleton Planning Framework
2009-2010 

Schedule

November 18, 2008
Breakfast meeting with Administrative Support Unit Leaders

(Share Planning Schedule, Budget Framework and launch the Strategic Planning Model for Administrative Support units)

December, 2008
Communication of Strategic Plan/priorities
January 2009

Faculties and Administrative Support Units initiate preliminary planning 

February 6, 2009
Meeting of Faculty and Administrative Support Unit Leaders



(Present and discuss their high level initiatives and identify potential

                                       synergies and areas for cross-functional collaboration)

February 2009
            Faculties and Administrative Support Units complete plan

February, 2009           Resource Planning Committee (RPS) Chairs meet with Financial  
(24, 25)                       Planning Group

April 23, 2009
            Budget presented to Board of Governors for approval
April, 2008                  Faculties and Administrative Support units refine plans based on budget 

                                    approvals

May 2008                    Faculties and Administrative Support units share their plans

Resource Planning Committee Chairs
Faculty of Arts and Social Sciences

Dean, John Osborne

Faculty of Public Affairs

Dean, Katherine Graham

Faculty of Science

Dean, George Iwama

Faculty of Engineering and Design
Dean, Rafik Goubran

Sprott School of Business

Dean, Jerry Tomberlain

Macodrum Library

Chief Librarian, Margaret Haines

Advancement

Chief Advancement Officer, Paul Chesser
Research and International

Vice-President (Acting) Kim Matheson

President

President, Roseann Runte

Academic Administration and Student Services

Provost and Vice-President (Acting) Feridun Hamdullahpur

Finance and Administration

Vice-President, Duncan Watt

Financial Planning Group
President, Roseann Runte

Provost and Vice-President (Academic), (Acting) Feridun Hamdullahpur

Vice-President (Finance and Administration), Duncan Watt

Vice-President (Research and International), (Acting) Kim Matheson

Associate Vice-President (Enrolment Management) and University Registrar,
Suzanne Blanchard

Institutional Research and Planning Director, Ian Calvert

Finance Director, Tim Sullivan
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