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I. Intent of the Project/Program/Service:

In 2008, the City of Durham identified a need for the development of a strategic plan to set direction for the future of the city and guide decision-making.  Knowing the “destination” or vision for a community is merely one required element for a city’s success; another is having a “roadmap” or a strategic plan that helps us get there.  The resulting innovative plan translates the community’s vision and City Council’s goals into actions by the organization, enabling the organization to better serve the community.

The plan outlines the goals, objectives, outcomes measures and initiatives the organization will focus on over the next two to three years.  By looking ahead and asking our customers, both internal and external, what they need, we establish a vision for what level of service we will provide, along with an understanding of what resources will be necessary to provide them.

The plan is prioritized around key initiatives that the City Manager and City Council have outlined for the community, with input from key stakeholders. Since the community, the economy and the organization are continually changing, this plan should be considered as a beginning, rather than an end.  Providing the community with access to not only the direction of the City but how we measure success is an essential element of the plan.

The process included the following key activities:
· Review of existing information including any existing planning documents and conversations with leadership
· Data gathering and feedback sessions:
· Interviews with City Council members
· Department Directors Retreat
· Staff focus groups
· Boards/Commissions/Committees Forum
· Citizen and Stakeholder surveys
· Consolidation of City Goals and created Vision, Mission, Objectives, Outcome Measures, Intermediate Measures and Initiatives
· “Draft” Strategic Plan presented to City Council
· Goal Champions selected by the City Manager
· Implementation process begins
· Strategic Plan will be presented to City Council for adoption in September 2010
· Implementation Plan in place to include an annual review by December 2010






II. Anticipated and Actual Outcomes:

The City of Durham is implementing strategic planning to assist in guiding the organization towards a common mission, and set of goals.  It is important to institutionalize planning as a process that is used to guide the organization in making key decisions and tracking progress towards achieving its goals.  Therefore, strategic planning must be implemented as a process not the production of annual documents.
One key component of this process is the Strategic Plan Implementation.  The Implementation team will be the driving force behind keeping the plan on the organization’s front burner and used to guide critical decision-making and resource allocation. The team will oversee, track, monitor and champion the strategic planning process.
The Strategic Plan Implementation Team will oversee the execution, monitoring and maintenance of all aspects of the strategic planning process and ensure alignment with internal and external partners.

III. Costs and/or Savings, if any:

The City is very fortunate to have strong internal capacity to support a citywide strategic planning process; however, working with a consultant, Zelos (PO Box 1300, Midlothian, VA 23113, 804-627-3194), with expertise in initiating strategic planning will help to ensure its long-term success.

The consultant’s cost to the city for both phases of the process is approximately $50,000.  Transparency and community engagement will be critical to the plan’s success. Over 80 employees participating on six strategic planning teams (Direction Setting Team, Plan Development Team, Core Team, Department Directors Team, Implementation Team and the Strategic Plan Liaisons) spent close to 1,900 hours on this project. A total of 700+ people (City Council, Department Directors, City employees, citizens, stakeholders and the business community) provided input for the Strengths, Weaknesses, Opportunities and Challenges (SWOC) analysis.  The city realized a major cost savings due primarily to its internal capacity. Without the many talented employees, additional dollars would have been required to successfully implement a city-wide plan.

At the conclusion of the process, city staff will have the necessary tools, provided by the consultant, to develop departmental strategic plans that align with the citywide strategic plan. This will be another major cost savings to the organization.


IV. Identify Innovative Characteristics:

· Team approach - Six staff teams provided input and oversight during all or part of the 16-month process (Direction Setting Team, Plan Development Team, Core Team, Department Directors Team, Implementation Team and the Strategic Plan Liaisons).
· Internal Capacity - The city realized a major cost savings due to the utilization of employees with planning, facilitation, survey design and project management experience. Without the many talented employees, additional dollars would have been required to successfully implement a city-wide plan.
· Quarterly employee newsletter – This quarterly newsletter includes a message from the City Manager, a spotlight on of one of the Strategic Plan teams, FAQ of the month and a list of upcoming events. 
· Citizen Newsletter- This newsletter is a great opportunity for the City to showcase the strategic plan.  It includes a message from the City Manager, progress on the plan, FAQs and upcoming events.  A link is always provided to the Strategic Plan webpage where citizens are able to get updates on the various initiatives.  This newsletter is sent to 65,000 citizens via direct mail in their water bill.
· Branding- City staff created a logo along with a tag line “Charting our Course” that appear on Strategic Plan newsletters, pens, posters, press releases, etc., all in an attempt to brand the Strategic Plan.
· On-Line Citizen/Employee SWOC Survey- Citizens and employees provided input on the SWOC through an on-line survey using SurveyMonkey.  
· Employee Forums - Three forums were conducted, with over 250 staff at various City facilities enabling front-line staff to participate in the SWOC. 
· Business Forums - Forums were held with the City’s Boards/Commissions/Committees to solicit additional input for the plan.
· Stakeholder Surveys - A survey was created and interviews conducted with stakeholders by the City Manager’s Office.
· Webpage – The webpage, dedicated entirely to the Strategic Plan, is updated regularly and provides both staff and citizens with progress to date on the strategic planning process (draft plan, process, FAQs, community/staff input, press releases, photo gallery, media links and a “submit your thoughts” section).  There will also be a section added, at a later date, which will provide quarterly updates on the initiatives.
· Dashboard software - The Strategic Plan webpage will have a link to a future dashboard site, which will update management, employees and citizens, on progress made to date on the various strategic plan measures and initiatives.  By clicking the objective, it would present the action items along with the target statements, baselines and milestones.  Data will be tracked on either a quarterly or annual basis, depending on the specific measure. 
· Community Vitality Index - The Community Vitality Index will be an outcome measure of the Strategic Plan and will focus on neighborhood appearance, residential housing, neighborhood safety, resident mobility, resident participation and connectivity to health and human services. 
· Media Interviews (Government TV, Local Newspapers, Radio) - The City Manager, along with senior staff, continues to conduct print and TV interviews throughout the strategic planning process.  
· Photo Gallery - A photo gallery located on the webpage has been created to document the entire strategic planning process.  This includes the kick-off meeting with Department Directors, City Council meetings, employee and citizen forums, business forums, along with the implementation phase of the project.  
· Success factors of the partnership between the City and Zelos:
· City leadership commitment to the process
· Strong project management with single points of contact for the client and the consultant
· Zelos step-by-step methodologies applied in an environment rich with engaged employees, skilled facilitators and strategic thinkers
· Client and consultant willingness for joint problem solving

· The Client/Consultant partnership was designed to keep costs down while providing the guidance needed in order to obtain a great result.  All of Zelos’ products and services are designed to build organizational capacity and reduce long -term reliance on consultants.  
· Ongoing Performance Management:  Select City Staff will be trained to facilitate the development and review of departmental strategic plans.  The methodology for departmental plans will follow the same step-by-step process used for the City’s plan.  Due to the inclusive City-wide planning effort, many staff members are now familiar with the planning process and the City has skilled facilitators to provide internal support as the City departments align their efforts to the City plan.

V. Obstacles and Results Achieved:
There are potential obstacles with any strategic planning process that include limited staff resources, resistance to change, weak relationships between employees from different departments and managers consumed by daily operating problems losing sight of long-term strategic goals.  

The City of Durham has yet to implement its first-ever Strategic Plan, however, the support at the highest level, including City Council and the City Manager, remains strong.  Department Directors, Managers and employees continue to be engaged in the process. The City did an excellent job of community and employee engagement through City Council interviews, a Department Director retreat, Staff and Citizen Forums, Business Community Forum, Stakeholder Surveys, On-line surveys and informational sessions with departments.

Presentation Components

1. Innovation/Creativity
There was a major focus placed on both the employees and citizens throughout the entire Strategic Planning process, ultimately making the future plan more successful and having a greater impact on both the organization and community.  This project also provided a new focus by management and elected officials on the organization’s goals, priorities and outcomes.
With the additional focus on technology, the City is currently in the process of developing an innovative approach to display data by using “dashboard” software to track progress on the strategic plan and to enable management to focus on areas that may need additional resources. The dashboard software will be integrated into the City’s website and will be a part of the Strategic Plan webpage.  Data will be posted electronically so that both management and citizens can measure and track progress over time. This tool will bring further attention to the citywide initiatives.
A private consultant, Zelos, assisted staff with the entire process including the implementation phase of the project.  
2. Outcomes Achieved
A successful strategic plan is one that includes participation from the community.  Durham has a very active community base and citizens were very eager to participate in the strategic planning process.  Community members, boards/commissions/committees and stakeholders were all given the opportunity to either attend a forum or complete an on-line Strengths, Weaknesses, Opportunities and Challenges (SWOC) survey.  Approximately 350 people participated and provided input that was used in the development of the plan.  Some general themes from citizens are as follows: City’s leadership and customer service as strengths; poor communication between departments as a weakness; partnerships with the public and private sectors as opportunities; image and public transportation as challenges; and infrastructure and deferred maintenance were cited as their citywide priorities.
The Implementation Plan will be in place, to include an annual review by December 2010. Once the plan is in place, service delivery should be enhanced along with greater access to data due in large part to several new initiatives.

A Community Vitality Index was recommended by senior management.  City staff conducted research on various community health indices and identified a model in Chicago, the Community Vitality Index (CVI). When implemented, it will place a greater focus on the health of the community: neighborhood appearance, residential housing, neighborhood safety, resident mobility, resident participation and connectivity to health and human services.  

3. Applicable Results and Real World Practicality
The City is utilizing a proven step-by-step methodology that takes an organization through the entire strategic planning process from data collection and SWOC analysis to the creation of a mission and vision and goals along with the outcome measures, objectives, intermediate measures and initiatives and concluding with implementation. 

The roadmap provided by the consultant will help to ensure success of the project.  Over fifty organizations have successfully used this methodology developed by Zelos.

4. Case Study Presentation
· PowerPoint
· Group activity facilitated by Zelos
· Handout materials
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Set Targets  

Develop Initiatives  

Identify Products &  Services  

Determine Key  Customers  

Analyze Internal  Strengths & Weaknesses  AND External  Opportunities & Threats  

Write a Mission Statement  

Develop a Vision  

Establish Core Organizat ional  Values  

Set Goals  

1.   Where are you?  

2.   Where do you want to go?   3.   How to get there?  

Set Objectives  

Identify Performance  Measures  
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