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Strategic Planning should be an inspirational, 
creative process that moves the organization 

toward achieving its fundamental dreams 
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Presenter
Presentation Notes
Strategic planning should be an inspirational, creative process that moves the organization toward achieving their fundamental dreams. It should be a process where the people of the organization collaborate to ensure that the new direction will “increase the odds that their strategic innovations will shape the world that lies ahead”When the planning process engages everyone from the CEO to the newest recruit in aligning strengths of the organization with opportunities, aspirations and desired results, resistance to change is minimized and the energy and commitment required to turn goals into action is generated



Traditional Strategic Planning 

Assessment 

Planning 

Implementation 

Control 
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Environmental Scan 
• Client/Partner needs 
• Management Capacity 
• Strategic Risk 

 
SWOT Analysis 

• Mandate 
• Mission 
• Vision 
• Values 

Objectives, Outcomes 
 & Priorities 

Strategies 
Projects & Processes 

Key Performance 
Indicators 

 

Presenter
Presentation Notes
AssessmentTraditional Strategic Planning starts with a number of assessmentsLast year’s performanceExternal scans of technology, socio-economic, economic, political etc Internal scans of Client Needs Analysis, Management Capacity, Strategic RiskThere is considerable information as a result of the these assessmentsInformation from the internal and external environmental scans must be synthesized and prioritized to help in decision-makingA SWOT analysis is used to do thisPlanningThe planning then continues with the structural aspects that don’t change from year-to-yearMandate, Mission, Vision and ValuesOutcomes are developed which can be thought of as expanding on the Vision –achieving these outcomes over the planning period would demonstrate that the Vision has been achievedStrategies and priorities are established to ensure a degree of consistency across the organization during the development of the Business PlansImplementationWe then look at the Priorities from up-top to see what has to happen first and then develop projects or processes to do this.ControlMonitoring and Reporting against previously developed performance indicators helps to keep the Strategic plan on track



The traditional SWOT analysis focuses half and half on 
positive and negative influences 
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Strengths 
Good & Present  

Weaknesses 
Bad and Present 

Opportunities 
Good and Future 

Threats 
Bad and Future 

 

Presenter
Presentation Notes
The SWOT analysis is a tool used for doing thisWe need to understand the Strengths and  Weaknesses of the program/organization in relation to theExternal Opportunities and Threats it facesA key benefit of the SWOT is to be able to see the whole of the organization in the context of its future environment The SWOT clarifies the situation by juxtaposing two fundamental dimensions: GOOD (opportunities and strengths) Vs. BAD (Weaknesses and threats) as well as PRESENT (strengths and weaknesses) Vs. FUTURE (opportunities and threats)



Pitfalls of Traditional Strategic Planning 

• Low engagement 
• Neglects to obtain stakeholder 

buy-in 
• Analysis of negative factors 
• Lacklustre, uninspiring vision 
• Lack of incentive to succeed 
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Presenter
Presentation Notes
One of the pitfalls of the traditional strategic planning process is that it is generally conducted by top management. The process fails to glean wisdom from all levels of the organization.In this failure, it also neglects to obtain stakeholder buy-in from the very people who must ultimately carry out the activities that support the strategic plan.Half of the effort is on discussing negative perspectives i.e. Weaknesses and Threats which is not very energizing and can take away from an inspiring Vision because we are overly cautiousMost of us have had the experience at some point in our careers of being presented with a strategic plan that we were expected to implement, despite our lack of input into the plan.



“Appreciative Inquiry (AI) is a vision-based approach of open 
dialogue that is designed to help organizations and their partners 
create a shared vision for the future and a mission to operate in the 
present”. 

(Srivastva & Cooperrider, 1990) 
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Presenter
Presentation Notes
The full process can be done in what is called an AI summit, including several hundred people coming together for 2-6 days. In an AI summit, the first phase (Discovery) always kicks off with personal interviews around several questions that elicit stories of highlights and strong positive experiences. This is followed by people working in smaller groups and teams, to map patterns and distil the positive core from the stories. Together they continue into envisioning “what might be” , followed by co-constructing “what should be.” In each of these phases there is continuous feedback to the whole, to enable the whole system to integrate what is happening in other groups.



The phases of Appreciative Inquiry are closely linked 
to the phases in the strategic planning process. 

 

Presenter
Presentation Notes
The Appreciative Inquiry approach is often worked out in practice by using the ‘5-D’ model:Define— who and how people will participateDiscover—people interview each other via structured interviews, to discover the times when an organisation they worked in was at its best. These stories are told as richly as possible.Dream—the dream phase is often run as a large group conference where people are encouraged to envision their organization as if the peak moments discovered in the ‘discover’ phase were the norm rather than exceptional.Design—teams  are empowered to go away and design ways of creating the organisation and processes dreamed in the conference(s).Destiny—the final phase is to implement the changes.



Advantages of Using AI in Strategic Planning 

• High engagement 
• Includes stakeholders 
• Weaknesses and threats are 

reframed 
• Shared vision 
• Rewards and recognition 

systems 
• Results oriented AND co-

constructed at the same time! 
• People buy-into something they 

have helped to create 
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Presenter
Presentation Notes
Focuses on the positive to crowd out the negativeBuilds organizational capacity beyond existing boundariesInvites stakeholders into the strategy processBuilds relationships with partnersObtains input from all levels of the organizationObtains buy-in from all levels of the organizationAllows the planning process to become much more of a process that incorporates and connects values, vision, and mission statement to strategic objectives, outcomes and prioritiesCreates a shared set of organizational values and vision of the future organization



The Appreciative Inquiry SOAR approach focuses on 
the positive future of the organization and its people 
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Strengths 
What are we most proud of as 
an organization? How does 
that reflect our greatest 
strength?   

Opportunities  
What are the top three 
opportunities on which we 
should focus? How can we 
reframe challenges to be seen 
as exciting opportunities? 

Aspirations  
When we explore our values 
and aspirations, “what are we 
deeply passionate about?” 

Results  
What are the measurable 
results that would indicate we 
are on track to achieve our 
objectives? 

 

Presenter
Presentation Notes
We want to offer an alternative to the SWOT analysis.Unfortunately, by concentrating on what we do wrong we tend to amplify the negative.  Welcome to the world of AI where, instead, we focus on  our strengths and opportunities, so that we can grow them until they crowd out our weaknesses and threats.Our alternative is to SOAR (strengths, opportunities, aspirations, results).



Although using the same fundamental format, 
SOAR uses its 5 I’s to define its AI version for  

Strategic Planning 
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SOAR Analysis 
• Aspirations 
• Results 

SOAR Analysis 
• Results 

Interviews 

Focus Groups 

Summit Meeting 

Rewards & Recognition 

Shared Visioning 

SOAR Analysis 
• Strengths 
• Opportunities 

Assessments 

Performance Indicators 

Strategies 

Projects 

Priorities 

 

Presenter
Presentation Notes
The scalability of SOAR allows the model to be applied anywhere from a “Quick SOAR” of ½ to a full day, to a more rigorous and formal strategic planning process often requiring a two to three day event. “Quick SOARs” are especially suited to divisional, functional, project and individual planning where alignment to the larger organization's strategy is critical.A more rigorous and formal strategic planning approach is called for when creating a 3-5 year Strategic Plan for the entire organization.



 
Initiate Phase – Choosing to SOAR 
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Presenter
Presentation Notes
Establish a core planning team to design and guide the strategic planning process. Identify all the stakeholders and how best to engage them. Will you hold a summit, several small summits or a series of meetings? If you choose a form of engagement other than a summit, how will you communicate and connect each part with the whole system? Create an interview guide to gather information about the strengths, opportunities, aspirations and desired results from employees and other important stakeholders.



 
Inquire Phase – Asking the SOAR Questions 
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Presenter
Presentation Notes
Inquire – Appreciating and valuing the best of what is. This is a system-wide inquiry (through interviews and storytelling) into people’s experience of the group, organisation or community, at its most vital and alive, reflecting on those highlights and clarifying what made those experiences possible. This is also known as identifying the positive core of a system. This phase includes clarifying those elements that people want to keep even as they (their organisation, community) change in the future, as well as identifying intriguing potentials for the future.Engage employees and other stakeholders in conversations in small groups or one-on-one interviews to: Discover the conditions that can create the organization’s greatest moments of success Strengths and Opportunities; and Ask powerful positive questions that generate images of possibility. Threats and problems are not ignored, but rather are reframed and viewed through a lens of possibility. Identify the organization’s positive core – the sum total of its unique strengths, assets, resources, networks, capabilities, and creative thought that will carry the organization into the future.This common frame of reference provides grounding for the collective group and establishes the foundation for the next phase.



Imagine Phase – Creating a Shared Vision 

1.   
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Presenter
Presentation Notes
Imagine – Envisioning “What might be”. Together people in small groups meet to engage in “possibility thinking”. The goal is to imagine what might happen if they apply the information from the Inquiry Phase to envision a desired future, considering the union of strengths, opportunities and aspirations. Participants are encouraged to be as creative and innovative as possible through art, song, skits and dance.Create a compelling vision of the future that has the commitment of members of the organization – one that carries forward the very best of the past, but also inspires and challenges the status quo Create possibility statements, capturing people’s highest aspirations that describe the compelling vision of the future



Innovate Phase – Designing the 
Strategic Initiatives 
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TRUNK 
•Affirmative Topic, or; 
•Transformational Objective 
•The opportunity you are 
studying to improve 

BRANCHES & FRUIT 
•Effects, outputs, priorities 
•The “fruits” of this 
opportunity 

ROOTS 
•Root causes, inputs, drivers 
•What nourishes, supports 
this opportunity 

 

Presenter
Presentation Notes
Innovate – in this phase, people determine “what should be,” crafting an organisation or community in which the positive core is vibrant and alive. They transform the possibilities identified by the Imagine Phase into strategic initiatives and action items. The work is to develop a transformational objective (bold ideal possibility) that integrates the positive core. Identify the highest strategic opportunities to move the organization toward the desired future. When strategic opportunities are aligned with a shared, exciting vision of the future, attention shifts dramatically from solving a list of problems to “how can we work together to make this happen?”Use an Opportunity Tree brainstorming tool to identify drivers and results for the transformational objectives.Identify the projects that will be required to achieve each of the Outcomes



In the Inspire (to implement) Phase – Going from 
Possibilities to Inspired Action 
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Presenter
Presentation Notes
Inspire – This final phase takes the step towards creating the initiatives, systems or changes needed to make real the future as articulated in the design propositions. This phase can be done using “Open Space Technology” to make the most of the creativity and insight of the people involved, and allowing self-selected groups to plan the next steps in the areas that they are most passionate about, and willing to take responsibility for.Self-organize around each Objective area. Plan actions and collaborative commitments in the Business PlanCapacity development--Provide support, resources, training, etc. And gain individual commitment through the employee’s performance agreementsMonitor, improvise, innovate and re-inquire. Connection to the organization’s business planning and reporting processesCreate a rewards and recognition program to enhance the permanence of success



Activity – Appreciative Interviews 

Instructions 
1. Read the questions aloud to your partner as you go 
2. Allow your partner some silence to think about the answer if 

required 
3. Take some notes, listening for great quotes and stories  
4. Encourage your partner with questions such as “what do you think 

was making it work?”, “how did you feel then?”, “tell me more 
about the circumstances that made that possible” 

5. Let your partner tell his/her own story, please don’t tell yours or 
offer opinions about your partner’s experiences 

6. Manage your time carefully (10 min each) so that each partner has 
equal time 

7. Remembering that it’s important to cover all the questions, but if 
your partner doesn’t want to or can’t answer a question, that’s ok, 
let it go. 
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Resources 

We would like to thank the following sources for information contained within 
these slides: 
1. The Centre for Development and Population Activities (CEDPA), Strategic 

Planning: An Inquiry Approach 
2. American Society for Quality (ASQ), ASQ Service Quality Division Tools 
3. Appreciative Inquiry Commons, AI Case Studies, MetroHealth – AI 

Strategic Planning 
4. Innovation Partners International, Strategic Planning with Appreciative 

Inquiry: Unleashing the Positive Potential to SOAR 
5. Jaqueline Stavros, David Cooperridder & D. Lynn Kelley, Strategic Inquiry, 

Appreciative Intent: Inspiration to SOAR, A New Framework for Strategic 
Planning 

6. The Leadership Summit: Bold and Enlightened Naval Leaders at Every 
Level Forging an Empowered Culture of Excellence, United States Navy 

7. David Cooperrider and Diana Whitney, Appreciative Inquiry 
8. Jacqueline Stavros and Gina Hinrichs, The Thin Book of SOAR: Building 

Strengths-Based Strategy 
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Thank You 
We hope that you enjoyed this presentation. If you have any 
additional questions or would like to learn more, we are more 
than happy to share - visit us at our exhibition booth in the 
booth area. 
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