Business Planning Guidelines
Use these guidelines to assess the quality of business planning and thereby to identify areas for improvement

Objectivity of Goal Setting

	Principle
	Rationale
	Criteria

	The role of the department, how it adds value to the organisation (mission), and its aspirations in this (vision) should be clearly defined. 
	Departments need to understand their role and goals beyond the immediate future, to ensure synergy & continuity.
	Score 2 points for the existence of ‘SMART’ mission & vision statements.

Score a further 2 points if they are clearly referenced in objective setting.

	The department’s objectives should be clearly & demonstrably linked to the objectives of the organisation & its customers.
	Departments exist solely to serve their customers & the organisation.  Efficiency comes from a focus on this.
	Score 3 points if the relationship to the organisations objectives is clearly mapped out.

Score a further 3 points if mapped against customer objectives.

	The objectives should have the full and explicit commitment of the organisation, the customers, and the management team
	Objectives are most effectively pursued in partnership. Getting commitment to your goals will improve the support you get.
	Score 4 points if there is documented evidence that customer & organisation feedback on the goals has been sought, taken account of, and agreed.

	The objectives should be weighted in terms of their importance and priority in the departments role
	Not all objectives are equal. Discussing priorities improves balance & builds understand’g
	Score 2 points if the relative importance of the objectives has been discussed and weighted.

	There should be a documented explanation of the thinking behind all of the above
	Documents provide a reminder & reference to retain concepts which risk being forgotten
	Score 4 points if there is a reference document which records the thinking behind the relationships & weighting.


	
	
	Total          /20 points


Clarity of Measures and Targets



	Principle
	Rationale
	Criteria

	Measures should reflect the value delivered through the objective e.g. its results or impact.
	Having measures tightly linked to the objective ensures that adverse data is taken seriously  
	Score 3 points if all objectives are associated with relevant measures of impact or achievement.

	Measures should be performance rather than event related, eg reflect degrees of change not completion.
	Performance measures reflect the quality of completion, thus ensure benefits are attained
	Score 4 points if all measures clearly reflect a scale* of quality/performance in the work undertaken

*By which you can observe incremental changes

	Measures should have established, practical and efficient means for regular data collection 
	Measurement systems should be an integral and permanent part of day-to-day operations
	Score 3 points if all measures have established routines for data collection and presentation

	Explicit time-bound numeric targets should be defined for all measures, these should be realistic but collectively reflect a real and worthwhile challenge.
	Measures are most effective in driving improvement when they reflect an addressable shortfall in an important and shared goal (cf SMART)
	Score 2 points if all measures have clearly defined performance targets associated.  

Score 1 further point if these are absolute performance targets rather than percentage improvements.

	Targets should reflect a balance of incremental/radical improvement.  ‘Radical’ targets should be clearly linked to the longer-term vision.
	Setting some radical goals stimulates & harnesses your people’s creativity by forcing them outside of the norm.  
	Score 4 points if 10-25% of the targets represent radical (>50% improvement) shifts in performance. Score 2 points if 5-9% or 26-50% of targets.

	The detail of the measures, targets & means of data collection should be unambiguously documented
	Meetings waste time through protracted debate when there is no source of reference.
	Score 3 points if there is a document which details all measure & target definitions & means of collection.


	
	
	Total          /20 points


Appropriateness of Process Model
 (or sub-process if the organisation is itself a process)


	Principle
	Rationale
	Criteria

	The (sub-)process model for apportioning responsibility for the objectives should be a logical and practical 
	A logical, rational analysis of the key (sub-)processes of the organisation will help to drive transformational and lasting improvement
	Score 5 points if there is documented evidence that the model has been fully thought out, & defined in (sub-)process terms.  Score further 5 pts if the scope of each (sub-)process is clearly defined.

	Responsibility for the performance of each of the (sub-)processes should be delegated to members of the senior team.
	The model should enable responsibility for improvement and day-to-day performance to be delegated effectively.
	Score 5 points if all (sub-)processes are owned separately by members of the management team.  Score a further 5 points if their performance in this area is at least 50% of their PMA.


	
	
	Total          /20 points


Deployment of Objectives & Assignment of Responsibility



	Principle
	Rationale
	Criteria

	The potential for each 
(sub-)process to add value to the objectives should have been explored & documented through a QFD
	Rigorous consideration of such relationships provides new insights/opportunities, & alerts the team to potential risks
	Score 5 points if there is documented evidence that the potential for each (sub-)process to contribute to or damage each objective has been fully explored in a QFD workshop.

	SMART Sub-objectives should be set for each (sub-)process by a team which will take ownership for ensuring they are delivered 
	Teams involved in setting a well-defined goal for themselves will be significantly more committed to its delivery
	Score 5 points if (sub-)process teams fully explored needs of the ‘top level’ objectives & proposed local perform'ce targets to ensure they are fulfilled. 

	The sub-objectives should all be evaluated to ensure their collective achievement will effectively guarantee the top-level objectives
	Failing to ensure your top level goals will be delivered by what your people have planned, will almost certainly ensure you fail
	Score 5 points if there is clear evidence that the objectives proposed/agreed by (sub-)process teams have been object-ively evaluated to ensure they ‘add-up’.

	Responsibility for delivering sub-objectives should be deployed into personal performance targets and regularly reviewed (PMAs) for all members of the process team
	Because “what gets measured gets done” and “you get the behaviours you reward” this is key to achieving your plans.
	Score 5 points if personal objectives are defined & regularly reviewed for all staff, & a further 5 points if they clearly link to top level and/or local objectives

	Personal objectives at each level should reflect a balance of individual and collective targets
	Unless the need to focus on the big picture & to work together is reinforced, petty conflicts will dissipate energy.
	Score 5 points if personal objectives (& bonusable targets in particular) are more focused on collective perform’ce goals than on individual ones.


	
	
	Total          /30 points


Publicity & Communication



	Principle
	Rationale
	Criteria

	The conclusions of the objective setting process, & its implications, should be widely communicated
	People should be totally clear on what is to be achieved and why, and where they fit in…
	Score 3 points if there is clear evidence that people at all levels can explain the objectives and why they are important

	Objectives, map of how they relate to local goals, & current progress against this, should be on display.
	…& there should be a constant reminder of its importance, and of our progress in achieving it.
	Score 2 points if there are prominent displays of the objectives, +2 pts if up-to-date plots of progress against them.

	The inter-communication needs of the various groups, in pursuing the objectives, should be clearly thought through & implemented.
	Efficient and well thought out use of small meetings makes big meetings more efficient, and progress more certain.
	Score 3 points if ‘element’ teams have clearly discussed their potential synergy /conflict with the other teams, and have scheduled appropriate communications


	
	
	Total          /10 points


	
	
	Grand Total          /100 points


