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Introduction

WHY A STRATEGIC PLAN?

The purpose of strategic planning is to establish long-tenn goals, annual objectives, and concrete

actions or strategies to accomplish an organization's mission. It forces us out of the tendency to

see only what is immediately in front of us, and compels us to look ahead in order to anticipate

challenges. It is a process of investigation, learning, and trial and error. If done correctly,
strategic planning can move an organization beyond perfonnance measurement and into

perfonnance management.

Although the benefits of strategic planning are clear, the effort often fails. Author and

management consultant Stephen R. Covey once said that people and their managers are working

so hard to be sure things are done right, they hardly have time to decide if they are doing the right

things. This is especially true of public sector management where the organization has little

control or discretion over the types and timing of problems it must confront.

The sheer volume of County initiatives, law enforcement and corrections, road construction and

maintenance, libraries, public and mental health, social services, animal control, parks,

prosecution and defense, building and planning services, leaves little time for strategic planning.
Add to these external functions the necessary internal operations such as human resources,

auditing, infonnation technology, and fleet management and the ability to plan is even further
constrained.

Despite these challenges, El Dorado County must think strategically. In an era of diminishing

resources and increasing expectations, the County must not be like a rudderless ship tossed about

by the wind and waves. This strategic plan will serve as the County's guide or compass. As
such, the strategic plan is an active document that translates our vision and mission into

actionable strategies and meaningful perfonnance indicators.
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Context for Strategy
The context for developing strategy is first set through the Board of Supervisors adoption of the

County's Vision, Mission and Customer Service statements. These broad statements of

philosophy are then distilled into a few distinct strategic priorities or themes. With these in hand,

County management then develops actionable strategic goals and objectives, which define in

greater detail what the strategic priorities mean in EI Dorado County. In short these goals and

objectives are desired outcomes. Ideally, the strategic goals are items the County should either
increase, decrease, or maintain.

VISION MISSION AND CUSTOMER

SERVICE STATEMENTS

D D
STRATEGIC PRIORITIES

Board vision becomes broad strategic themes

D D
STRATEGIC GOALS AND OBJECTIVES

Management translates themes into actionable
goals and objectives

D D
BALANCED SCORECARD

Goals and ob,jectives categorized into balanced
scorecard perspectives, strategies developed

D D
ORGANIZATION

Organization implements strategies and
measures performance

EI Dorado County Strategic Plan Framework 4

- -- --



The Balanced Scorecard

"The balanced scorecard is a management system (not only a measurement system) that enables

organizations to clarify their vision and strategy and translate them into action. It provides

feedback around both the internal business processes and external outcomes in order to

continuously improve strategic performance and results. When fully deployed, the balanced

scorecard transforms strategic planning from an academic exercise into the nerve center of an

enterprise" (Averson, P., 1998. From: http://www.balancedscorecard.orglbasicslbsc1.html).

The balanced scorecard is characterized by four perspectives:

. Serve the Customer. This is the customer perspective. Managers must know if the

organization is meeting customer needs. They must determine the answer to the

question: Is the organization delivering the services customers want?

. Run the Organization. This is the internal business process perspective. Managers

need to focus on those critical operations that enable them to satisfy customers.

Managers must answer the questions: Can..the organization improve upon a service by
changing the way a service is delivered?

· Manage Resources. This is the financial perspective. Managers must focus on how to

meet service needs in an efficient manner. They must answer the question: Is the service
delivered at a reasonable cost?

. Cultivate Employees. This is the learning and growth perspective. An organization's

ability to improve and meet customer demands ties directly to the employees' ability to

meet those demands. Managers must answer the question: Is the organization recruiting

a skilled workforce, developing employee training, and maintaining technology for

continuous improvement?
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Strategic Priorities
El Dorado County's strategic priorities include Public Infrastructure, Economic Development,

Financial Stability, Workforce Development, Effective Services, and Customer Satisfaction.

These broad categories represent the heart of the County's Vision, Mission, and Customer

Service philosophy.

Public Infrastructure

Economic Development

Financial Stability

Organizational Development

Effective Services

Customer Satisfaction

Sometimes refeITedto as an environmental scan, a S.W.O.T. analysis is a strategic planning tool

used to evaluate the internal Strengths and Weaknesses, as well as the external Opportunities and

Threats of each strategic priority. El Dorado County management has conducted extensive

analysis of the strengths, weaknesses, opportunities, and threats of each identified strategic

priority. Along with analysis from the Chief Administrative Office, past environmental scan

efforts have included the services of an independent consultant, utilized internal and external

interviews, and engaged department heads on many occasions. The following section briefly

outlines some of the major strengths, weaknesses, opportunities, and threats revolving around the

strategic priorities. A S.W.O.T. analysis is a continuous process. This section is offered as a

template for thought, not a comprehensive analysis.

~ ~trengths
~ \SYeaknesses

I (fpportunities
Uhreats
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PUBLIC INFRASTRUCTURE
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ECONOMIC DEVELOPMENT
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FINANCIAL STABILITY
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ORGANIZATIONAL DEVELOPMENT
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EFFECTIVE SERVICES
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CUSTOMER SATISFACTION
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Goals and Objectives
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Goals and Obiectives
Defined and Categorized by Balanced Scorecard Perspectives

SERVE THE CUSTOMER

WHAT IS OUR MISSION AND VISION?

"..~~ ~':t¥'!iA j'~}.

Maintain Vibrant
'" y '"

and!leaIthy
t/.,.;, -ii(

cbnrmUIfiti~sif

Increase

Inttastruoture

I Maintenance

I Safeguard the

I Environment

I Promote Ecofl,on;1ic
Opportunity ,

Effective Services

Public Infrastructure

All

Public Infrastructure

Economic Development
Effective Services

Economic Development

Organizational Development
Effective Services
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Goals and Obiectives
Defined and Categorized by Balanced Scorecard Perspectives

RUN THE BUSINESS

AT WHAT PROCESSES MUST WE EXCEL TO ACHIEVE THE MISSION AND VISION?

STRATEGIC

GOALJII"

,
. Develop

Collaborative

i Solutions

~ Enhance GU$JomerService

Improve
Techt1Qlogy
Efficiencies

ImprQveExte~a!
and .Intemal
Communication

DESCRIPTION STRATEGIC PRIORITIES

ADDRESSED

Establish internal and external partnerships
to solve problems. All

Improve quality service and accuracy of
information to internal and external
customers.

Customer Satisfaction

Explore and integrate technology to increase
operational efficiencies and improve service
delivery.

Public Infrastructure
Effective Services

Customer Satisfaction
Improve the exchange of ideas with the
general public and between County
employees.

Effective Services
Customer Satisfaction
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Goals and Obiectives
Defined and Categorized by Balanced Scorecard Perspectives

MANAGE RESOURCES

How DOWEENSUREVALUE IN ACHIEVINGTHEMISSIONAND VISION?

STRATEGIC

GOALt

MaxiuUie1~~g
.OpportUnities

I

filvesUn
:Infrastructure

~v ,', ~ ,~ :>i.!fffii

Maintairi.'Fiscal.t.
, ' '. i

Efficiency and
Stability

DESCRIPTION

Seek partnerships and other revenue sources
to get the most out of existing funds and
capitalize on new opportunities.

Assure adequate County roads and t~lcilities
in anticipation of the public need.

Maintain an emphasis on sound fiscal
management that provides for sustainable
County operations.

STRATEGIC PRIORITIES

ADDRESSED

Public Infrastructure

Financial Stability

Public Infrastructure

Economic Development
Customer Satisfaction

Financial Stability
Customer Satisfaction
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Goals and Objectives
Defined and Categorized by Balanced Scorecard Perspectives

CUL TIVATE EMPLOYEES

How DO WE CREATE A WORKFORCE THAT ACHIEVES THE MISSION AND VISION?

STRATEGIC

GOAL

DESCRIPTION STRATEGIC PRIORITIES

~ I H ... J

Financial Stability
Organizational Development

Effective Service
Customer Satisfaction

J....
IRecruit and

ketaiIJ Skilled
Workforce

Attract, select and retain a qualified
workforce.

Promote :eositive,
'f', '. <+ _ -It~:_ -~~_,'i,'i'f

Employee
Climate

Promote an environment where employees
are empowered, motivated, and productive. Organizational Development

Customer Satisfaction

"1it~#\jI,d'.~ "".
Prtitnoteteaipfug
andGrowth

Create a learning environment where
employees are encouraged to test ideas and
explore new methods.

Organizational Development
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