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Please share your personal experience participating in strategic 
plan implementations.  Were they: 

A. Extremely successful
B. Somewhat successful 
C. Somewhat unsuccessful
D. Extremely unsuccessful 

Poll Question
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1. Operational vs. Strategic Plans 
2. Strategies to ensure successful implementation 
3. Implementation Processes and Tools
4. Aligning Strategic Plan Implementation with Budgets

Agenda
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• Short-term vs. Long-term
• Unit/Department vs. Organization 
• Rigid vs. Adaptable
• Strategic Initiatives vs. Strategic Goals

Organizations need BOTH types of plans to 
succeed, and ideally, they exist in a feedback 
loop

1. Operational vs. Strategic Plans 
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• Executed at Department or unit level
• Details the daily, weekly, monthly, and quarterly work that has to 

be done to achieve strategic goals
• Establishes the department’s priorities
• Short-term, often one year or less
• Ties to an annual operating budget
• Managers and staff are accountable

Operational Plan
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• Organization-wide plan that involves leaders and stakeholders 
across functions and units

• Includes mission, vision and overarching goals, and how to 
measure progress

• Long-term, often 5 to 10 years or more
• Responds to the external environment
• Aligns programs and projects so that they move in the same 

direction, towards the overarching goals
• Leaders are accountable

Strategic Plan
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Unclear and undefined strategic and operational plans – or 
confusing an operational plan for a strategic one

How to tell if it’s an operational plan:
• Is not adaptable to changes in external factors (e.g., legal, social, political)
 For example: An operational plan doesn’t provide guidance on what to 

do if my institution can’t hire post-doctoral fellows from China anymore
• Includes details at a departmental, unit and individual level
• Is tied to the annual operating budget
• Is shorter-term

Pitfalls
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Aligning Operational and Strategic Plans
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Annual Operational Plan Components: 

1. Routine Operational Activities

1. Short-term Strategic Initiatives described in the strategic plan
• Scope and Outcomes (What) 
• Impact and Value (Why)
• Schedule and Timing (When)
• Strategic Initiative Team and Stakeholders (Who) 
• Budget (How much) 

Aligning Operational and Strategic Plans
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Any questions before moving to the next section?
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1. Operational vs. Strategic Plans 
2. Strategies to ensure successful implementation 
3. Implementation Processes and Tools
4. Aligning Strategic Plan Implementation with Budgets

Agenda
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1. Must be trumpeted from the Top (President, Dean, etc.)
2. Must be baked into the design of the strategic planning process
3. Must have champions threaded throughout the institution
4. Must have someone who wakes up thinking about it
5. Must be a central driver in decision making
6. Must include a periodic communication loop that highlights 
annual outcomes, etc.

Strategies to ensure buy-in and successful 
implementation
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1. Must be trumpeted from the Top
Strategies to ensure buy-in
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2. Must be baked into the design
Strategies to ensure buy-in
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Strategies to ensure buy-in
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Strategies to ensure buy-in
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3. Must have champions threaded throughout the institution
Strategies to ensure buy-in
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4. Must have someone who wakes up thinking about it
(preferably on the cabinet or reporting to the dean)

1. 1. Vice President
2. 2. Chief of Staff or Special Assistant*
3. 3. Someone in the Dean’s Office

(NOTE: It’s important that the person assigned to implement, monitor, and track the outcomes 
of the strategic plan has adequate time and staff to do so. If done right, this is a full-time job.) 

Strategies to ensure buy-in
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5. Must be a central driver for decision making

My president/dean makes it clear:
“If what you’re doing is not aligned to our strategic plan, then 

you should not be doing it.”

Strategies to ensure buy-in
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6. Must include a periodic communication loop that highlights 
annual outcomes, etc.

Strategies to ensure buy-in
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Questions or Clarifications?
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1. Operational vs. Strategic Plans 
2. Strategies to ensure successful implementation 
3. Implementation Processes and Tools
4. Aligning Strategic Plan Implementation with Budgets

Agenda
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Developing the Implementation plan, process, outcomes
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Developing the implementation plan, process, outcomes
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Developing the implementation plan, process, outcomes
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Communicate, Communicate, Communicate …

27

It helps a lot to have visually appealing summary items ….
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Any questions before moving to the last section?
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1. Operational vs. Strategic Plans 
2. Strategies to ensure successful implementation 
3. Implementation Processes and Tools
4. Aligning Strategic Plan Implementation with Budgets

Agenda
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Usually Strategic Plans: 
• Span 5-10 years
• Define short and long term strategic goals
• Determines sequence of goal implementation

Short-term Goals inform   Short-term (annual) Operational Plan 
which will inform  the annual operating budget

4. Aligning Strategic Plan Implementation with 
Budgets
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Annual Operational Plan/Budget Components: 

• Routine Operational Activities

• Short-term Strategic Initiatives described in the strategic plan
• Scope and Outcomes (What) 
• Impact and Value (Why)
• Schedule and Timing (When)
• Strategic Initiative Team and Stakeholders (Who) 
• Budget (How much) 

Operational Plan drives the Annual Budget
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Pitfalls: 

1. Budget Constraints – Lack of resources to support strategic initiatives as 
compared to routine operational activities 

2. Opportunistic Brilliant Opportunities
3. Alignment of top leaders ( “my mission” vs “our mission” )
4. Stale or “In the Drawer” Strategic Plans
5. Resistance to Change
6. Budget exercise replacing Operational Plan

1. Budget informing operational plan and not vice versa

4. Aligning Operational and Strategic Plans
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Questions ?

36



© 2020 AAMC. May not be reproduced without permission.

Registration now open:

GIP/GBA 2020 Joint Spring Meeting
Hilton San Francisco Union Square 
April 21-24, 2020 
Save the date:
GIP/GBA 2021 Joint Spring Meeting
Fairmont Hotel Vancouver 
April 27-30, 2021

For more information about these events or the Group on Institutional Planning (GIP), please contact Shawn 
Rosen-Holtzman at srosenholtzman@aamc.org.

Upcoming GIP Events
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http://www.cvent.com/events/group-on-business-affairs-gba-group-on-institutional-planning-gip-2020-joint-spring-meeting/event-summary-af1c997073d6458f93e830358b0b9453.aspx
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