
 

 

 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 

Going to lunch 
How to plan strategically 

 
 

How we apply strategic planning concepts to 
organizing a lunch, but do not use the same 

processes in running our business. 
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Going to lunch  

How to plan strategically 
 
 
In  many aspects of our da i ly  l i ves we p lan persona l and 
bus iness events and act iv i t ies in a manner that mir rors the 
approach we take in deve lop ing a st rateg ic p lan for the 
organ izat ions that we manage. 
 
And yet we rare ly “cascade” that p lann ing process down in to 
the bus iness. Doing so enables us to implement a systemic 
approach to program and pro ject p lann ing that resu l ts in 
management and team a l ignment and an overa l l  “ t rusted” 
dec is ion-mak ing process across the enterpr ise.  
 
 
What do strategic planning and planning a lunch 
meeting have in common? 
Most well-run organizations have a disciplined strategic planning 
process. However, when it comes to tracking and managing the 
execution of the plan . . . well, things sometimes fall between the cracks.  
 
Even those that do have good implementation systems generally do not 
have systems for extending that implementation discipline down into the 
organization. So the result is that well-planned strategies often fail 
because grass-roots execution is not equally well planned across the 
organization and across all programs and projects. 
 
The example we use is the process of planning a lunch. Most of us use 
a variant of strategic planning for making routine decisions in all aspects 
of our lives – from deciding what to wear in the morning to planning a 
lunch meeting. But we are not really aware that we are doing so.  
 
This whitepaper presents a Program Planning Template that will enable 
you to “cascade” a disciplined analysis and decision planning process 
to all levels of the business. The idea is that everyone who plans 
activities should take a consistent approach. Doing so will ensure not 

only better analysis and execution but also will instill a 
level of “trust” in decision processes, since everyone 
will have been trained in a consistent, shared approach. 
 
While it may take time for people to absorb the 
approach, relating it to an everyday event such as 
planning a lunch may help them to realize that it need 
not be any more burdensome than what they already 
are doing, instinctively. 
 

 
“I know how successful it can 
be when a business has a plan, 
everybody knows the plan, and 
everybody knows how we are 
performing against that plan.” 

 Alan Mulally 
 Chief Executive Officer 
 Ford Motor Company 
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Planning lunch 
When we decide to go to lunch with a group of colleagues we generally 
go through a similar planning process. The difference is that we do it 
instinctively, with little “conscious” thought and analysis – as follows: 
 
Mission – I want to get a group of colleagues together to obtain their 
thoughts on an upcoming program. The “mission” is as follows: 

! I want to bring colleagues together in a focused environment to 
obtain their thoughts and feedback on a new program. 

! Their feedback will help assure program participants that the 
project has received the benefit of a wide perspective and 
diverse input to ensure success  

! We will achieve this by arranging an offsite meeting, by having a 
meeting that is casual, that is in a place that stimulates 
conversation and enables us to include all divergent views and 
by having a meeting over lunch to reduce anxiety about taking 
time away from the office. 

 
Prioritized Issues – The issues that we have to address in planning the 
lunch include: 

! Where is a convenient location so we won’t have to drive? 
! Do we need to have large tables so that we can take notes 

during the meal? 
! Can we find a quite, private room or a restaurant with quiet 

tables so that we won’t disturb other diners? 
! We need to ensure that the menu choices include everyone’s 

very different tastes. 
! We need to ensure that the overall meal cost is low. 
! Can the company underwrite the cost? 
! Do we need Internet access? 
! Who should be included? 
! How much time should we allocate for the meeting and lunch? 

We haven’t formally voted on priorities among this list, which we would 
otherwise do. However, we do know from input from others that Internet 
access and cost are the highest priorities. 
 
Constituents and constituent needs– I want to include Joe, Susie, Pete, 
Sally, Joan and Alex. They represent all the different types of groups 
who will participate in the program. Their immediate needs are: 

! Joe is a vegetarian. 
! Susie doesn’t have a lot of disposable income. 
! Pete has a hearing impediment and needs a quite place to focus 

discussion. 
! Sally likes red meat. 
! Joan loves Chinese food – and she always argues every point. 
! Alex always takes copious notes at meetings and likes to 

access the Internet to prove his points. 
! None of us have cars. 
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Values - We want to ensure that the needs of everyone are respected in 
how we execute this. We also want to ensure that anyone else who 
wants to participate can do so. In terms of values, we want to be 
inclusive, open and respectful in how we execute this lunch plan. 
 
We should take a minute and determine what the priorities are with 
respect to these in case we can’t find a restaurant that addresses all the 
various “constituent” needs and defined issues. 
 
Measurable objectives, deliverables, budgets etc. – We will have a 
larger budget if the company can underwrite the cost. We can also have 
a larger choice of venues if the company can underwrite. In terms of 
deliverables, we want to end up with a written list of suggestions and 
feedback that are generated by the group. 
 
Competencies / Skills – Have we included all the people we need to 
have to get the range of input we desire? 
 
Projects and Tasks – We need to assign people to find a restaurant 
and make a reservation, determine if the Company can underwrite, 
arrange transportation if required, arrange for a laptop and inform 
everyone of the location and schedule. 
 
Program Analysis and Planning Template 
Now let’s apply this thinking to your organizational strategic plan. After 
completing a strategic plan you will end up with a series of Strategic 
Goals along with related Programs, Projects and Tasks to implement. 
 
We recommend that clients follow a standard template to plan the 
execution of “projects” ( e.g. Programs, Projects and Tasks). This 
template consists of the stages set forth below. Not all Projects will 
require all stages, but each project should be reviewed in the context of 
the template to determine what applies.  
 
Now consider a project for building a website. 
Let’s assume that our strategic plan identified a strategic goal as 
development of a new website . . .  
 
Go through the following steps using this Planning Template. 
Mission – Establish the “mission” for the goal, answering the following 
questions: 

! What is the website going to achieve? 
! Who will benefit? 
! How will they benefit? 
! How will you do it? (“We will do it by doing this . .  ., and by doing 

this. . . ., and by doing this . . .”) 
Prioritized issues – Define and prioritize the key issues that need to be 
addressed in deciding how to design, build and launch the website. 
Constituents – Think about the “constituents” for the website. 

! Who are the groups or people who will benefit?  
! What are their specific “needs” that a website might address? 
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! How do we know that we “really” know their needs? What’s the 
reality check? Have we done surveys or talked to them? 

Goal values – Are there “values” that dictate the design of the website? 
Are they consistent with your organization’s values? 
Measurable Objectives for the Goal – Such as budgets, ROI and other 
measureable outcomes. Determine those things that can be measured 
and tracked in connection with the project? How many web hits should 
we target? How much will it cost? Is there a measurable financial return 
from the project? (e.g. will we sell merchandise through the site and how 
much?) 
Competencies / Skills – What skills or competencies are required for 
success of the project? Do we have all the resources required? Where 
will we get them?  
Programs, Projects and Tasks – Given all the above, determine what 
programs and projects we need to establish to achieve the mission and 
what are the associated tasks, timelines and responsibilities. 
 
But wait . . .we are not done. What we have just done is to use a 
disciplined planning approach to handle the top-level plan – determining 
first level “programs”.  What we now need to do is to step back and go 
through a “short form” of the same process for each Program – before 
we make a decision about the related projects and tasks.  
 
At each level the decisions about what to do next should include the 
application of this process. If we don’t do this then we are falling into 
the same trap we just extricated ourselves from – e.g. doing ad-hoc, 
“idea-based” planning rather than the systematic planning approach 
that we used to plan lunch. 
 
Conclusion 
If you look at how you plan a lunch, or virtually anything else in life, you 
realize that you go through this analytic process with very little thought, 
instinctively and it all works – we do it in a snap. Everyone executes 
their tasks and the lunch works. And we rarely apply the same 
disciplined approach to planning our business projects.  
 
We use a formal planning approach at the top level of the organization 
when we have someone help with our strategic planning process, and 
we use it casually, personally and intuitively when we decide what we 
are going to wear in the morning or where the party will be after work in 
or over the weekend. 
 
But when it comes to everything else, we tend to fall back on ad-hoc, 
idea-based planning. We take a problem and sit back with a few people 
and toss around our best ideas and then move forward with the project 
– with no effort to do so in using a process that will instill trust, 
confidence, alignment and buy-in. 
 
 

Cullen Coates 
916.409.5821 

cwcoates@cullencoates.com 
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  Strategic Program Implementation Planning 
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Overview 
The purpose of this template is to provide a 
framework for “strategic” analysis, planning and 
execution across the enterprise. The complete 
strategic planning process will have been used to 
develop strategic goals and to identify the programs 
associated with the goals. Effective execution now 
requires that a truncated version of the process be 
applied to any meaningful programs or projects 
implemented within the company. 
 

Application 
The strategic “elements” set forth below should be 
considered in planning the implementation of any 
program or project – and in fact for many tasks. Not all 
elements will apply to all plans, but the team should 
carefully consider applicability before overlooking a 
step. Each step need not take a long time. Achieving 
alignment the organization requires that you identify 
where you are going (mission), the key open issues and 
the required competencies.  

 

Mission 
What are you going to do?  Who will benefit? Who is it for? 
How will you do it?  “We will do it by . . . . .. and by . . . . . . (and by implication by not . . . .) . . .” 
Where will we do it? 
This exercise clearly establishes the boundaries of the project – especially what will not be done. 
Importantly it determines “how” it will be done.  
 
 
 
 
 
 
 
 

Prioritized Issues 
What are the issues that we need to address?  
What is happening in our operating environment that is driving the program? 
 
List the issues then prioritize down to a small number that will be the key drivers of program/project design. 
For example, in determining the design and functionality of a website the special needs of certain constituency groups may be 
important such as “How many constituents have high speed internet connections”, “What is the average age of the primary 
users (e.g. will they have eyesight issues, are they familiar with website navigation etc.)” 
 
We have found that starting the planning process with a listing of prioritized issues is a very effective way to begin achieving 
alignment. If the process begins with “Ideas” then we find that people try to sell their own ideas irrespective of the critical 
prioritized issues facing the organization. 
 
 
 
 

Constituents 
Who are the people, groups etc. that will benefit? What are their needs? How do we know that? What is the ongoing process 
for reality checking against needs? For example, a website may have a feedback form to solicit input from users as to how the 
site fits their needs.  
 
What impact do the constituents needs have on definition of the key issues (below) 
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Program Values 
What are the values – or “rules” – that will guide the program or project.? 
These are the “rules” that will govern our behavior, our program design etc. 
For example: In establishing the “Mission”, Values” and “Competencies” for the Board of directors governance process, a 
Board of directors may establish “Board Norms” or “Values”  for behaviors that include such values as “Demonstrated mutual 
respect”, “Open and hones communication”, “transparency in decision making” etc. etc.  
 
 
 
 
 
 
 
 
 

Measurable Objectives, Budgets, ROI and Results Tracking 
Can we establish specific measurable outcomes at this point? If so what are they? 
If not, can we establish very specific and clear objectives? 
The question is – “How do we know when we have succeeded?” 
How are we going to track results and obtain feedback from constituents so that we have “reality-based” project outcomes? 
 
 
 
 
 
 
 
 

Required Competencies / Skills 
If possible identify “competencies” that will drive the program.  
These are different from “skills” – (e.g “Innovation” is a competency for 3M and Google) 
If they can’t be determined at this point then focus on prioritizing the key skills that will be required. 
 
 
 
 
 
 
 
 
 
Projects & Tasks, Accountabilities & Timelines 
Project Task Owner Due Date 
    
    
    
    
    
    
  


