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City of Las Cruces
Implementation Process for Departments
As of August 3, 2009
Prepared by M3 Planning

Develop and Finalize the Full Strategic Plan                                                                Instructions and Process for Departments
1. Confirm timeline, expectations and schedule. (Executive Staff)
2. Directors to hold strategy sessions with their team (1-2 hours) to develop action plans for each Strategic Goal. (Department Directors with Staff) 
a. Review Strategic Goal & Objectives 

b. Discuss action plan template (see table below) & produce a draft action plan for each Strategic Goal that you impact. 
c. Begin with Department Objectives 

i. Identify objective and create objective statement (see tips below, start w/a verb)

ii. Set Priority (High, Med, Low)

iii. Start/end date

iv. Resources needed 

v. Identify Measure/Target
d. Once each Dept Objective has been completed, move on to Action Items (or Individual/Team level Objectives)
i. Identify Action Item and create statement (start w/verb)

ii. Set Priority (High, Med, Low)

iii. Identify Individual Leader (Best practice suggests naming ONE individual to act as lead)

iv. Start/end date

v. Resources needed 

vi. Measures/Targets not necessary at Individual Action level

e. Schedule a follow-up meeting with Team

3. Hold a Wrap-up meeting with Executive Staff (Executive Staff)
a. Review draft action plans produced by each Department
b. Suggested changes/revisions for each Department to eliminate overlap
4. Revise and refine the detailed strategic plan based on input from the Departments. (Strategic Manager and City Manager)
5. Present to Council for approval. (City Manager)
Process for Developing an Action Plan
The table pasted below will assist you in the planning process.  Distribute the 2010-2014 Strategic Plan to each Department’s key staff members.  This document outlines the Organization-Wide Themes, Goals and Objectives, Strategy Map, Scorecard Evaluation, etc.  Also distribute the Strategic Plan Mapping document; this is based on notes from the past two joint meeting sessions in Las Cruces. The Mapping document provides a strong starting point for identifying, prioritizing and solidifying action items. Use the Action Plan Template Table (below) to refer to the process. 

Review high-level plan – Assess the implementation demands of your Department-level Objectives and ideas for Individual Action Items.
Strategy Map – Review the strategy map and balance scorecard methodology (refer to the Executive Summary of the Strategic Plan Report for details on methodology)
Remember that we are creating SMART Objective Statements - 
S - Specific
M - Measurable
A – Actionable/Attainable
R – Responsible (Who)
T – Time-bound 
It is helpful to have Measures/Targets for Department-level objectives but not necessary for Individual Action Items.  M3Planning has a Goal-Setting Video Clip for tips on creating SMART statements: http://mystrategicplan.com/resources/how-to-set-smart-goals/.  
City of Las Cruces - Action Plan Template

1. Strategic Theme here
	1.1 City-wide Objective here 

	Measure: 

	Target: 



	Department Objectives/Action Items here
Who
Priority
Start/End Date
Measure/

Target

Resources Needed

1.1.1 Enter Department Objective here.

 Enter Department Name here

H, M, L
Enter Dates here
Measure

Target

Enter resources needed here

1.1.1.1 Enter Individual/Team Action Item here.

Enter Individual/Team- Lead name here

H, M, L
Enter Dates here
N/A

Enter resources needed here
1.1.1.2 Enter Individual/Team Action Item here.

Enter Individual/Team- Lead name here

H, M, L
Enter Dates here
N/A

Enter resources needed here
Copy and paste the above table under the Org-Wide Objectives that you write Department Objectives and Individual Action Items to support.  Insert additional rows for Department Objectives as needed.  (See example below for City Goal #1 & Strategic Objective #1)

1. Ensure a Safe and Secure Community
1.1 Expand police and fire facilities and services
Measure: % State satisfaction, # increase in resources

Target: 100%, #TBD

Department Objectives/Action Items 

Who
Priority
Start/End Date
Measure/

Target

Resources Needed

1.1.1 Fully operationalize and staff an east Mesa police sub-station. 

PD

Facilities
High
TBD
% Complete
TBD
1.1.1.1 Task 1
Joe Smith

Med
TBD
N/A
TBD
1.1.1.2 Task 2
Joe Smith

Med
TBD
N/A
TBD
1.1.1.3 Task 3
Jane Doe

High

TBD
N/A
TBD
1.1.2 Fully operationalize and staff fire stations #7 and #8.
Fire 

Facilities
High

TBD
% Complete
TBD
1.1.2.1 Task 1
Bob Jones

High

TBD
N/A
TBD
1.1.3 Design and identify site location of the Fire Service and Police Training Facility.

PD

Fire

Facilities
High

TBD
% Complete
TBD
1.1.3.1 Task 1
John Smith

Medium
TBD
N/A
TBD
1.1.3.2 Task 2
Bob Jones

Low
TBD
N/A
TBD



Once Department Action Steps have been completed for each City-wide Goal you are well on your way to finalizing the full Strategic Plan. The next crucial step is executing the plan.  The end goal is to have a long-term strategic plan that is being implemented and becomes part of the organizational culture. Initially we recommend monthly strategy meetings and reporting, and quarterly updating/modifying the strategic plan.  A clear schedule and expectations of monitoring, adapting and reporting is critical to a successful implementation process. 
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