\P),

CHARLOTTE.

X, STRATEGIC
PLANNING HANDBOOK

Charlotte s Model for Integrating
Budget and Performance Management

£




November 2008, 7th Edition
Prepared by City of Charlotte Budget and Evaluation Office
www.charmeck.org



<

CHARLOTTE

Budget and Evaluation
MEMORANDUM

November 12, 2008

Strategic Operating Plan Coordinators:

The Strategic Operating Plans (SOP) integrate business planning and budgeting. This handbook
provides:

® An overview of City Strategy

® Guidance on how to develop a plan

® Directions for budget resource requests

® |Instructions for the preliminary and final business unit SOP document

Your SOP provides important information for the
or Preliminary Strategic Operating Plan, which is presented to City Council. | read all the business

unit Plans and always learn something new about services and issues. | appreciate all your efforts to
make the SOP documents useful and informative for decision makers.

As a reminder, key updates to this handbook and instructions include:
® Request of a transmittal memo that highlights and summarizes requests, reductions and issues

® Measure validation forms are required for all measures. The forms are due with the final SOP
submittal in July 2009.

® Directions for technology resource requests
® Request that significant changes made during budget adoption be highlighted in final SOP

The Budget and Evaluation staff is available to advise you on the SOP contents and process. | look
forward to reading your Plans.

Sincerely,

Ruffin L. Hall, Director
Budget and Evaluation
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Introduction

Performance matters. In the City of Charlotte, performance has evolved from a measurement
system to a performance management system, the Balanced Scorecard. The Balanced Scorecard
translates strategy into tangible objectives and measures. Business planning has changed to
reflect the influence of the Balanced Scorecard, making business planning a more strategic
process. The strategic business planning process and the budget process is integrated. The
process and product is the Strategic Operating Plan (SOP).

The purpose of this handbook is to provide a reference and instructions

for strategic business planning. The handbook is organized to:
Strategic Operating Plan (SOP)
e Outline Balanced Scorecard (BSC) concepts and components includes organizational strategy
e Acquaint readers with the Cityds and resources to accomplish
e Recommend process for developing KBU Scorecard, business strategy.
plan and budget...the SOP

Strategy Overview

The Charlotte City Council sets the strategy for the organization through the annual Council
retreat. The City Manager presents Strategic Focus Area Plans and the Strategic Operating Plan,
which outline resource allocations to achieve strategy, to City Council for approval. Also, the City
Manager and Leadership Team create a Corporate Balanced Scorecard that articulates specific
macro level objectives the organization must achieve.

Key Business Units (KBUs) articulate their strategy through the process of developing a KBU
Bal anced Scorecard that demonstrates clear | inkage

KBUs develop a strategic business plan based on the KBU Balanced Scorecard. The strategic
business plan indicates the specific initiatives, resources and challenges in meeting the scorecard
objectives. KBUs develop their budget requests in conjunction with their strategic business
planning to achieve integration of business planning and budgeting.

Strategic Operating Plan
(SOP) includes
organizational strategy
Strategic Operating Plan Cycle Milestones and resources (focus
area plans, business

October plans and budgets)

Cabinets update focus area

- - Septemb_er plans; corporate strategy
On-going Strategic Leadership Team updates communicated to
Operating Plan corporate strategy organization; KBU SOP
implementation development kickt Council
committees
ﬁsgsz:ship Team updates Novemgey review focus
. KBU SOP development area updates
corporate strategy Vision and
July Strategy
CitySOP and KBU S@Re Development December
published KBU SOP development
June Feedback Communicating
KBUs report on yead and and January )
achievements and revise KBU | oo cnin LA KBU SOP and CIP-mid
SOPs as necessary 9 9 year reporting and
Focus Area Cabinets
i Council retreat
City SOP Business preparation
adopted .
Planning and February
: City Manager ]
May Budgeting communicates changas Mayor & Council
City Manager'presents SOP March to corporate strategy Annual
recommencggons April City Manager reviews Retreats
City Manager finalizes SOP preliminary
M & C il ial SOP recommendations recommendations
ayor ?_UFICI specig HaIﬁDay Budget
meetings retreats
HalfDay Budget
retreats Revised October 2002
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Charlotte 0 A Strategy -Focused Organization (SFO)

Characteristics and Overview

The City of Charlotte is a strategy -focused organization  -- one that formulates strategy (long -term
planning and direction of operations) and makes it work. In 1996, the City of Charlotte implemented

a concept known as the Balanced Scorecard to communicate strategy.

The City's Balanced Scorecard benefits the organization in several

ways: In 2000, the City was

- o o inducted in the Balanced
e Clarifies the organizational vision Scorecard Hall of Fame.
e Aligns the organization to achieve that vision
e Integrates strategic planning and resource allocation
e Improves management effectiveness by providing appropriation information for directing change

In order to build a strategy -focused organization, the architects of the BSC, Robert Kaplan and David
Norton, articulate five required principles:

1. Translate the strategy into operational terms so everyone can understand

2. Link and align the organization around its strategy. This creates a "line of sight" from the
executive leadership to the front line

Make strategy everyone's job through personal contribution to strategic implementation
Make strategy a continuous process through organizational learning and adapting
Provide a change agenda for executive leadership to mobilize change

—  [h

Principles of Strategy-
Focused Organization

a s w

Translate Executive

Strategy Leadership
AMission/Vision CEO Sponsorship
Astrategy Maps AExecutive Team Engaged
ABalanced Scorecard AR New Way of N

AAccountable for Strategy
AA Performance Culture

Alnitiatives
ATargets

Balanced
Scorecard

— Continual
Organization Strategy-Focused \ Process
Alignment Organization
ALinked to Budgeting
ACorporate Role ALinked to Operations
AKey Business Management
Units AManagement
Awork teams and Meetings
cabinets
Ever o n e 6 AFeedback System
AExternal Job Y Learning Process
Partners

Astrategic Awareness
AGoal Alignment
ALinked Incentives

© 2002 Balanced Scorecard Collaborative
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Context for Strategy

Vision
Cityobds visi

Focus Areas
Council communicates themes to Leadership

Strategy

Leadership determines response

Corporate Scorecard
Response becomes strategic objectives

Organization
Organization implements

Charl ottebdés Corporate Balanced Sc

Components
There are seven components in the Cityds Corporate Balanced
- Vision - Objectives
- Strategic Themes (focus areas) - Linkage
- Strategic Principles - Measures & Targets Council Focus
- Perspectives Areas
® Community
This process begins with Councildés annual retresgafetyand strat

February. During the annual retreat, Council agrees on the objectives and goals for
strategic focus areas. Council also establishes priorities and identifies priority initiatives.
Once City Council sets the strategy, staff begins working on the plans to implement the

® Housing and
Neighborhood
Development

strategy )
® Environment
Visionn. The Cityo6s vision in a snapshot is to be o Thafgommonnifty
Wor king and Leisureo. This is the wultimate OLgll__:cgnror}ﬁC des| red
efforts.
Development
Strategic Themes or Focus Areas. Each year City Council identifies areas of focus or

strategic themes for community needs.

Strategic Principles . The strategic principles address comprehensive citizen service.
Comprehensive citizen service means providing customers accessible information and
services in the time, place and manner that meets their needs.



As a result of the 2005 City
Service became the strategic

principle. This revi

investments must be managed corporately to ensure integrated service delivery to all citizens.
Integrated service delivery will be achieved through prudent corporate technology investments

and collaboration among key business units.

Comprehensive Citizen Service Principles
e Collaborate to provide a unified organizational response
e Create a seamless service infrastructure

e  Ensure data and information, processes and services meet the corporate

for structure, availability and interoperability
e Deliver responsive sol uti ons to meet

The principles to focus on are:

Collaborate : Elevate citizen service above key business unit
customer service. Develop internal and external partnerships
to solve problems and share control in leadership, planning,
accountability, risk and reward.

customer so

accessibility standard

e w

expectations

The BSC is the visual representation
of what is integral to achieving our
.vision and mission.

Seamless : Adopt a unified citizen view of city services. Capitalize on 311 to create a single

point of contact for citizens to request service and information.

The Strategic Technology Initiative identified three high priority common business functions to

achieve seamless, comprehensive
citizen service:

e  Work Management

e Asset Management

e  Citizen Relationship Management

Perspectives

With an emphasis on "balanced", the
Scorecard uses four perspectives to
answer critical service delivery
questions. This provides the balance
that successful organizations seek in
measuring performance:

e  The customer perspective o)
Serve the Customer. Managers
must know if the organization is
meeting citizen needs. They must
determine the answer to the
question: Is the organization
delivering the services customers
want?

e The internal process
perspective & Run the
Business. Managers need to
focus on those critical operations
that enable them to satisfy
citizens. Managers must answer
the question: Can the
organization improve upon a
service by changing the way a
service is delivered?

Figure 1

Manager 6s Strategic Technol
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