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MISSION: As the nation's principal conservation agency, the Department of the 

Interior has responsibility for most of our nationally owned public lands and nat­

ural and cultural resources. This includes fostering wise use of our land and wa­

ter resources, protecting our fish and wildlife, preserving the environmental and 

cultural values of our national parks and historical places, and providing for the 

enjoyment of life through outdoor recreation. The Department also promotes the 

goals of the Take Pride in America campaign by encouraging stewardship and 

citizen responsibility for the public lands and promoting citizen participation in 

their care. The Department also has a major responsibility for American Indian 

reservation communities and for people who live in Island Territories under U.S. 

Administration. 
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Age Discrimination Act of 1975, as amended, the United States Department of the 
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handicap, or age in its programs. If you believe you have been discriminated 

against in any program, activity, or facility, or if you desire further information, 

please write: Office of Equal Opportunity, National Park Service, P.O. Box 37127, 

Washington, D.C. 20013-7127. 
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Historic preservation is alive and in sound health in these United States, despite the daunting 

challenges that we historic preservationists face. Those ol us engaged in preserving this na­

tion's historic and archcological places since the National Historic Preservation Act was passed 

in ig66 can reflect on the past three decades with pride, but certainly not nostalgia. We surely 

have no golden age in our past to recall fondly and yearn for, no time when a deluge ol dollars 

and enthusiastic public attention threatened to overwhelm us. On the contrary, the times have 

always been fiscally and politically lean, and only the most cockeyed optimist would see a dra 

matic turnaround in the historic preservation environment in the foreseeable future. 

Our accomplishments are all the more impressive, therefore, and our pride justifiable. The 

nearly thirty years that have passed since the National Historic Preservation Act took effect 

have seen significant progress in protecting and preserving America's heritage, and historic 

preservation is today a vital, growing force in American life. Without question, hearts and 

minds are being reached, as evidenced by the millions ol Americans searching for their past 

in historic districts, house museums, battlefield sites, and archaeological exhibits of all kinds. 

And our growing constituency includes thousands of volunteers who annually expand pub 

lie access to historic places and ease straitened budgets through their generous gifts of time 

and energy. 

That the cause of historic preservation has been so well served since 1966 owes much to the 

commitment, creativity, ingenuity, and perseverance ol the men and women in our nation's 

State Historic Preservation Offices. In the challenging times that lie ahead, however, the SHPO 

Offices will need to take aggressive steps to expand their leadership and management capa­

bility if they are to expand their vital leadership in the preservation movement. They must di­

versify programs to meet changing customer needs and demands, build alliances with new 

partners, and aggressively pursue new funding opportunities. Yesterday's tried and true ap­

proaches may be tomorrow's failed strategies, and ignoring these challenges will be the riski­

est of approaches in the turbulent future before us. 

The STRATEGIC DEVELOPMENT PROCESS that is described in this Guidebook provides SHPO 

Office staff with a powerful tool for taking command of their own change and development in 

response to the changing world around them. And to judge from the experience of the six SHPO 

Offices that participated in the "Managing for the Year 2000" Initiative in 1993 and 1994, SHPO 

Offices are blessed both with a healthy appetite for more powerful leadership and manage 

ment tools and with the resolve and capability to use them. What is sorely needed is what this 

Guidebook is intended to supply: the practical how tos for translating theory into practice. 

In the summer of 1992, the National Park Service joined forces with the American Planning 

Association to present two two day planning workshops for State Historic Preservation 

F O R E W O R D i i i 

jjTCTfirl 



Office managers and staff in Reno, Nevada and Sioux Falls, South Dakota. Over 70 partici 

pants in the two workshops explored a variety of approaches to preservation planning and 

strategic management with the assistance of several leaders in the field, including the author 

of this Guidebook. 

It became clear from questions and comments raised by workshop participants, that what SHPO 

Offices wanted was practical tools to strengthen their capabilities to cope with the challenges 

facing them. Virtually everyone participating in the workshops recognized that in a dynamic — 

indeed, volatile — environment, SHPO Offices must strengthen their planning and management 

techniques in order to grow and flourish. The "Managing for the Year 2000" Initiative in 1993 

and 1994 was the joint response of the National Park Service and the National Conference of 

State Historic Preservation Officers to the obvious SHPO Office need for nuts and bolts assis­

tance in putting contemporary strategic planning techniques into practice. This Guidebook is 

a natural outgrowth of the Initiative. 

Simple in design, the "Managing for the Year 2000" Initiative provided three to four days of 

consulting assistance to six selected SHPO Offices. This assistance involved the facilitation of 

a SHPO Office strategic management retreat and the provision of follow up assistance. Partic 

ipating offices received training in strategic and change management techniques, fashioned 

values, vision, and mission statements, and identified critical issues facing them. All six have 

successfully developed and implemented strategies to address several ol the key issues that 

they had identified, and all are engaged in ongoing strategic development processes. We at the 

NPS and NCSHPO commend these six SHPO Offices for being willing to open their offices and take 

on the risks and benefits involved in strategic management. 

It became clear, unfortunately, that the "Managing for the Year 2000" Initiative services could 

not be extended to all offices in the near luture. We nevertheless wanted all SHPO Ofliees to 

benefit from the guidance provided to their six colleagues. The National Park Service and the 

National Conference of State Historic Preservation Officers, therefore, commissioned the Ini 

dative's consultant, Douglas Fadie, who heads a firm that specializes in nonprofit public 

strategic management, to prepare this Guidebook. We gave Doug two explicit commands: to 

provide SHPO Offices with clear, detailed, down to earth guidance in applying strategic de 

velopment techniques; and to draw to the extent feasible on the experiences of the six SHPO 

Offices participating in the "Managing for the Year 2000" Initiative. We are pleased that Doug 

has taken both directions to heart in preparing the guidance that follows. 

We wish you well as you embark on your strategic development journeys, and we trust that 

this Guidebook will make the way clearer and smoother. 

de Teel Patterson Tiller. Chief 

Preservation Planning Branch 

Interagency Resources Division 

National Park Service 

Eric Hcrtfclder 

Executive Director 

National Conference of State Historic 

Preservation Officers 
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P L E A S A N T SURPRISE 

When Pat Tiller, Eric Hertlelder, and their colleagues at the National Park Service and the 

National Conference ol State Historic Preservation Officers approached me about serving as 

consultant to the "Managing lor the Year 2000" Initiative, I was, frankly, skeptical. My in 

volvcmcnt in the Reno and Sioux Falls SHPO workshops had taught me — a true outsider and 

new comer to the historic preservation arena — a lot in a short time about the many problems 

facing SHPO Offices, most notably their modest funding and staffing in light ol the jobs being 

done and their frequent absence from the political hit parade. Applying strategic develop­

ment techniques is much more I tin in organizations not in crisis, and it struck me then that 

life in many, il not most, SHPO Offices could be summed up as unending crisis. My initial re 

luctance was also based on my gut feel that people in highly technical, research based and in 

ward focused professions such as archaeology, history, anthropology, and architectural his 

tory would not be very receptive to messages coming from an outside management consultant. 

So 1 could not haw been more surprised, pleased — and relieved — by the cordial reception and 

enthusiastic participation ol the staff team in Illinois, the first ol the six states that 1 visited 

as part ol the Initiative, And my subsequent visits to New Hampshire, Texas, Oregon, Alaska, 

and Kansas were just as enjoyable and productive. Contrary to my expectations, the six SHPO 

Ofliee teams were as willing and able to put contemporary strategic development techniques 

to use in their work as any groups with which I have consulted, and more than many. 

P R A C T I C A L C U I D A N C E 

Without the "Managing lor the Year 2000" experience, I would not have had much confidence 

in the utility ol this Guidebook, but knowing what I now know. I am certain that most SHPO 

Offices will find it useful in tackling their unique change challenges. This does not aspire to 

be an academic treatise that traces the development ol strategic planning techniques or that 

classifies and describes different approaches. Rather, my aim is to arm SHPO Office stall with 

practical, nuts and bolts guidance based on extensive real life experience. My intent is for 

SHPO Ofltce staff to be able to use the Guidebook in applying contemporary strategic manage 

ment techniques successfully in the near term and in generating immediate, concrete benefits. 

TIE TO S T A T E W I D E H I S T O R I C P R E S E R V A T I O N P L A N N I N C 

In keeping with the mandate in the National Historic Preservation Act that each SHPO Office 

take the lead in its state in preparing a "comprehensive statewide historic preservation plan," 
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the National Park Service has issued planning guidelines for SHPO Offices to follow in com 

plying with the letter and spirit ol the Act. These guidelines provide SHPO Offices with eon 

siderable flexibility in designing and carrying out statewide historic preservation planning 

processes that are tailored to their unique needs, circumstances, and capabilities, and they pro 

mote the role of SHPO Offices as FACILITATORS ol statewide preservation planning, rather than 

as merely the writers ol plans. 

In my professional opinion, the SHPO Offices that proactively and enthusiastically embrace de 

signing and facilitating their statewide preservation planning process as a STRATECIC OP­

PORTUNITY will realize a.significant return on their investment ol time and energy. The Strate 

gic Development Process that is described in this Guidebook, which is basically an internal tool 

for SHPO Office change management, can be a valuable resource in this regard. A SHPO Office 

can treat the design and implementation ol its statewide preservation planning process as one 

ol its "strategic initiatives," within the framework ol its Strategic Development Process, along 

with other initiatives that it selects lor intensive, svstematic, front burner attention. 

S O M E T H I N C FOR ALL S H P O O F F I C E S 

The Strategic Development Process can he applied by any SHPO Office that lirmly resolves to 

take command ol its own development and growth. No fancy technology is required, and im 

plementation can be tailored to each SHPO Office's resources, capabilities, and circumstances. 

So, every SHPO Office can afford to implement the techniques described in this Guidebook, in 

some form and fashion, but no SHPO Office can afford the lost opportunities that are the in 

evitable cost of tailing to tackle change head on. 

Douglas C. Eadic 

Cleveland, Ohio 

September, 1994 
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This Guidebook draws on my experience as a consultant to over 200 public and nonprofit agen 

cics and on the rapidly expanding literature on strategic and change management. But 1 owe 

the deepest gratitude to the six SIIPO Offices that participated in the first two rounds of the 

"Managing lor the Year 2000" Initiative. I was as much student as teacher during my visits, and 

1 deeply appreciate the cooperation and support I received. My wry special thanks go to see 

oral executives without whose leadership "Managing for the Year 2000" could not have been 

nearly so successful: Judy Bittner in Alaska, James Hamriek in Oregon, Van Mel.eod and Nancy 

Muller in New I lampshire, Ramon Powers and Dick Pankratz in Kansas, Curtis Tunnel in 

Texas, and Bill Wheeler in Illinois. 

Neither the "Managing for the Year 2000" Initiative nor this Guidebook could haw been eon 

ceived and translated into reality without the clear vision, steadfast support, and friendly erit 

ieism of Pat Tiller and Sue Henry at the Park Service and Eric Hertfclder and Nancy Miller at 

the National Conference. They deserw — and certainly haw — my respect, affection, and ap 

preeiation, and their advice and counsel have made this Guidebook a more powerful resource 

for SIIPO Offices. 

And finally, I must acknowledge my deist to Barbara Krai — colleague, friend, and wife. With 

out her wise counsel, constant encouragement, and always strong emotional support, bal 

aneing the competing demands ol a thriving consulting practice and the preparation ol this 

Guidebook would haw been much more difficult, il not impossible. 

While 1 cannot claim sole credit lor its strengths, whatever weaknesses this Guidebook pos 

sesses are my responsibility alone. 

Douglas C. Eadie 
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This Guidebook is intended to provide SHPO Offices with detailed practical guidance in mak 

ing use of the STRATECIC DEVELOPMENT PROCESS in managing their growth and devel­

opment. The Guidebook draws not only on the rapidly expanding body of knowledge about 

managing change, but also on the experiences of six SHPO Offices that participated in the Man 

aging for the Year 2000 Initiative of the National Park Service and the National Conference of 

State Historic Preservation Officers. Each of the six offices found the Strategic Development 

Process a powerful tool for identifying and dealing with major opportunities and challenges 

("strategic issues"), and each of the six has maintained an ongoing Strategic Development 

Process that fits its circumstances, culture, and capabilities. 

The Strategic Development Process basically involves a SHPO Office's taking steps — on a con 

tinuous basis — to narrow the gap between its v 1 s 1 o N of what it aspires to be and do over the 

long run and its current situation (its programs, services, resources, reputation, relationships). 

The key elements of the process are: 

• CLARIFYINC OUR STRATECIC FRAMEWORK — Updating our vision for the future, and our 

mission. 

• SCANNINC OUR EXTERNAL ENVIRONMENT — Identifying pertinent conditions and trends 

in the world around us and assessing their implications. 

• ASSESSINC OUR INTERNAL RESOURCES—Understanding where we are strong and where 

we are weak in terms of our financial, human, and other resources and our program performance. 

D IDENTIFYING OUR STRATECIC ISSUES — Putting our finger on the critical "change chal­

lenges" in the form of opportunities to be grasped and barriers and problems to be overcome. 

• SELECTINC OUR STRATECIC ISSUES — Deciding which issues must be addressed T H I S 

YEAR and which can be left for later attention. 

D FASHIONINC CHANCE INITIATIVES — Developing detailed action plans to deal with the 

selected issues. 

• MANACINC CHANCE — Putting in place the structure and process to ensure iniplementa 

tion ol the strategies. 

To ensure that change actually takes place, rather than being overwhelmed by day to day pres 

sures, a SHPO Office should establish a formal Strategic Development Program that: 

• Is kept separate from routine SHPO Office operations; 

D Is guided by the SHPO Office management team serving as the "program steering commit 

tee;" and 

• Is supported by a management team member serving as the "program coordinator." 

T A K I N C C O M M A N D OF C H A N C E 
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NOT WHETHER —BUT H O W - T O CHANCE 

Our common lot, whatever our station and role in life — professor, legal counsel, or historic 

preservationist—is to CHANCE, sometimes at a glacier's pace, sometimes breathtakingly fast. 

Change is inevitable, and attempts to maintain the status quo inevitably I ail — olten leading to 

disillusionment and even bitterness. The pertinent question is not whether we will change; 

rather, it is what role we will play in the change process. Will we play a positive and proactive 

role, creatively shaping, guiding, and managing the change process, or will we circle the wag 

ons, defending the past to the last man (or woman)? 

Put simply, do we choose to be leader or inevitable victim? This is not to say that any person 

or organization can be in lull control ol her or its destine'; there are always forces beyond our 

ken and influence. But, still, we do have a clear choice as we relate to the world around us. We 

can choose to understand what is going on in the udder world and its implications for us, at 

tempt to influence those events, and. when warranted, take the lead in adjusting to that chang 

ing world. Personal and organizational growth and development are signs that we have made 

the proactive, rather than defensive, choice. 

The psychologist Rollo May has defined the creative process as lacing the changing world 

squarely, and mustering the courage to grow, rather than retreating into nostalgia. In my opin 

ion, courageous, active creation is the essence ol being STRATECIC. But have no doubt: being 

strategic requires considerable courage and is not for the hunt hearted. This is the reason, as 

Scott Peck has observed, that the path ol creative growth is truly "the road less travelled." In 

choosing to travel the strategic path ol creative, directed growth and development, you will 

choose to trawl with lew companions, to encounter a number ol obstacles, and to line! your 

way with few guideposts. 

The pertinent 

Question is 

not whether 

we will chape; 

rather, il is 

what role we 

will play in 

the change 

process. 

M A K I N C THE T R E N C H A BETTER P L A C E TO LIVE 

From the perspective ol the proverbial trench, talk ol courageous, creative growth likely sounds 

a trifle academic, il not downright Pollyannish. We have met clay to day life, thank you, and 

it is not very romantic or inspiring. For a starter, please understand that the steady expansion 

ol our workload appears inversely related to the resources we are granted. The paper ine.x 

orably flows in to be processed — pound alter pound; mountains ol documentation must be 

created and stored away or posted to a bureaucratic carnivore hungrily awaiting its arrival; 

phones never stop ringing; every deadline is immediate; one crisis alter another leaves no 

breathing room. And to add insult to injury, our stalwart eflorts are olten taken for granted. 

Forget pie in the sky; we just want to survive another day without burning out! 

O V E R V I E W 
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There are those who believe that periodically fleeing the trench is the only antidote to sagging 

spirits and fatigue; they seek the consolation of group therapy, where shared misery brings 

momentary comfort, or the intense bonding that comes with sealing cliffs or shooting rapids 

together. The trouble with escape is that Monday always comes. The trench is always there 

waiting for our return — unchanged and threatening to chew up our new found gusto by Fri 

day. So the real challenge is to stand our ground and to make enduring changes in the trench 

itself. Is this Pollyanna speaking? No way! 

Fortunately, the rapidly developing field ol public nonprofit leadership and management offers 

practical tools that we can use to guide change and development in our SHPO Office while also 

managing the store. And by far the most powerful is a contemporary variation on the broad 

strategic planning theme that 1 call the STRATECIC DEVELOPMENT PROCESS. I will explore 

the process generally in this Overview and then look at each ol its key components in detail 

in subsequent sections. 

B E Y O N D T R A D I T I O N A L S T R A T E C I C P L A N N I N C 

The only problem with traditional strategic long range planning is that it never worked! 

What basically happened in the process is that an organization's current divisions or oper 

ating programs fashioned three, five, or ten year goal statements in the context of a succinct, 

usually inspiring, mission statement, and then each division ov program projected detailed 

plans into the future. 

So, everything already going on in the organization was projected into the future lor some 

arbitral"}' period, usually three, five or ten years. All ol these not so petite strategic plans 

from the various programs or divisions were then compiled into one big (bloated!) STRAT EGIC 

PLAN, all four to six pounds ol which were eventually handsomely bound and put on the shell. 

Where, by the way, it typically stayed, little il ever consulted as organizational life moved 

forward. 

Never in the history of mankind has so much energy and paper produced so lew practical re 

suits as in the realm ol traditional strategic long range planning, while deforesting much of 

America, to boot! There is a simple explanation. In a complex, rapidly changing world, we have 

onlv the vaguest — and often erroneous — idea of what our future holds beyond a year or two. 

and even then we do a lot ol guessing. And so il we are asked to produce detailed projections 

of our current programs into an unknown future, we naturally take a mechanistic approach 

(as in 5 percent per year growth); at least our mechanistic projections look orderly and not 

capricious. Naturally, these compiled projections of the unprojectable are quickly forgotten 

once shelved; at best, the process was the product. 

The Strategic Development Process evolved in reaction to the deficiencies ol the traditional 

approach. Its hallmarks, bv contrast, are; 
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• SELECTIVITY — Not tackling everything at once. 

c FLEXIBILITY—Adapting tit continuous change. 

• C H A N C E — Not merely repeating the present. 

• ACTION —Getting things done, not just writing about them. 

TWO ACENDAS 

Successiully traveling the strategic development road requires that you make a distinction be­

tween two broad streams ol organizational activity — two large agendas — which must be kept 

apart, and which your SHPO Ofhce must plan and manage separately. 1! the two are mixed up, 

creative, significant change is highly unlikely to survive the press ol day to day events. 

• THE OPERATIONAL AGENDA —RUNNINC THE SHOP 

Running the shop is the bread and butter agenda ol every organization, and immediate re 

wards and punishments are doled out in this arena. Controlling your budget, taking calls, 

getting reach' lor the upcoming state review board meeting, processing National Register 

nominations, reviewing Section io6 report.1 these are typical operational activities. 

THE S T R A T E C I C D E V E L O P M E N T AC E N D A — C H A N C I N C , C R O W I N C 

This agenda has to do with selecting major change and development targets — above and be 

yond our current activities, and implementing strategies intended to achieve the targets. Build 

ing a new partnership with your state tourism department to increase heritage tourism would 

be such a target. 

Making sure that organizational matters are handled on the appropriate agenda is an art involv 

ing high stakes. You will know you arc in trouble il a strategic question appears as the seventh item 

on the Monday morning stall meeting agenda. .And you should expect that it will be a real chal 

lenge to line! the time tor, and to devote significant attention to, the strategic development agenda, 

in the lace ol day to day pressures. Let us now look briefly at the key elements ol the process. 

THE S T R A T E G I C D E V E L O P M E N T P R O C E S S 

In a nutshell, the strategic development process is all about: 

S E L E C T I V E L Y I N V E S T I N C IN S T R A T E C I C C H A N C E I N I T I A T I V E S THAT ARE I N ­

T E N D E D TO N A R R O W THE E V E R - P R E S E N T C A P BETWEEN AN O R G A N I Z A T I O N ' S 

O P E R A T I O N A L A C E N D A ( I T S C U R R E N T P R O C R A M S A N D A C T I V I T I E S ) , ON THE 

ONE H A N D , A N D ITS V I S I O N FOR THE F U T U R E , ON THE O T H E R . 

O V E R V I E W 3 



Strategic Management 

VISION: 

W H E R E , WHAT WE WANT TO BE 

CHANCE INITIATIVES: 

O P P O R T U N I T I E S 

O V E R C O M I N G B A R R I E R S 

The key concepts in the Strategic Development Process are: V I S I O N , 

C A P , S E L E C T I V I T Y , I N V E S T M E N T , A N D C H A N C E (FIGURE l ) . W h a t 

basically happens is that a si mo Office decides, year to year, what new 

things it will do, above and beyond its current operations, in order to 

move closer to its vision. The SHPO Office's current operations should 

be described in detail in its operational plan budget, and the annual 

budget process is a tried and true tool lor updating and refining cur 

rent operations. 

The Strategic Development Process consists of the following major 

elements (see FIGURE 2): 

• C L A R I F Y I N C OUR S T R A T E C I C F R A M E W O R K — U p d a t i n g OUt \ i 

sion for the future, and our mission. 

• S C A N N I N C OUR E X T E R N A L E N V I R O N M E N T — l d c n t i l ) i l l g p c l t i 

nent conditions and trends in the world around us and assessing their 

implications. 

• A S S E S S I N C OUR INTERNAL R E S O U R C E S — Understanding where 

we are strong and where we are weak in terms ol our financial, hu 

man, and other resources and our program performance. 

D I D E N T I F Y I N G OUR S T R A T E C I C I S S U E S — Put t ing our linger on 

the critical "change challenges" in the form of oppor tuni t ies to be 

grasped and barriers and problems to be overcome. 

• SELECTINC OUR STRATECIC ISSUES — Deciding which issues must 

be addressed THIS YEAR and which can be left for later attention. 

• F A S H I O N I N C C H A N C E INITIATIVES — Developing detailed action 

plans to deal with the selected issues. 

• M A N A C I N C C H A N C E — Putting in place the s t ructure and process 

to ensure implementation ol the strategies. 

TO FACILITATE YOUR STRATECIC JOURNEY 

Be forewarned: the serious strategic development journey is meant for 

the stout hearted. Pain Iree panaceas promising bright futures at no 

cost are the stuff ol dreams and the business ol hucksters. In your — 

the real—world, you will add the Strategic Development Process to 

an already tilled agenda; you will be hard put to find the time and the 

energy lor a major new initiative. .And while there will be long term 

benefits, the short term costs will be all too obvious and hard to bear. 

T A K I N C C O M M A N D OF C H A N C E 

CURRENT SITUATION: 

R E V E N U E S , P R O G R A M S , 

S E R V I C E S , C L I E N T S , C U S T O M E R S 

F I C U R E I 
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As you start on your way, keep the following travel tips in mind: 

BE A S H P O O F F I C E C E N E R A L M A N A C E R . 

\Yc all naturally wear our functional "hats" when we are on SHPO 

Office business; we are involved in historic resource surveys, re 

spending to public inquiries, processing National Register nomina 

tions, and the other activities that comprise the bulk ol our day. But 

it our office is to travel the strategic development road successfully, 

and oxer the long run to guide and manage change effectively, then we 

must learn to behave as SHPO OFFICE GENERAL MANACERS when 

we arc engaged in the Strategic Development Process. This means that 

we must come to the table reach' and able to make the well are of the 

suro Office as a whole our preeminent mission. We must come to the 

table as an advocate ol the suro Office, not ol our particular program 

area or professional interest. 

PROTECT S T R A T E C I C D E V E L O P M E N T FROM DAILY D E M A N D S . 

Make sure that you have put in place a strong enough carapace and 

accompanying process to protect your change efforts from the incur 

sions ol day to day operations, [experience has taught all ol us that 

anything out ol the ordinary, especially il it entails some pain and 

suffering, will be an easy victim ol organizational routines, which are 

familiar and are the basis for all immediate rewards. 

D EMPLOY T E A M W O R K . 

The Strategic Development Process will not work in traditional hot 

torn up fashion, with SHPO Office units or divisions sending documents 

upward for review and action. Virtually every step in the process, from 

clarilying values and vision to overseeing implementation of change 

initiatives, benefits from intensive team participation. Team members 

bring diverse perspectives, experiences, skills, knowledge, and ideas 

to the strategic development process. It would make no sense to en 

trust truly strategic matters, invoicing high stakes, to one or two staff 

members, no matter how capable they are. And through intensive team 

participation, we not only generate new ideas that would not have 

come from any one individual, we also build the esprit decorps and feel 

ings of ownership that will fuel the implementation ol change. 

• E M B R A C E THE WIDER W O R L D AS IT I S . 

Effective strategic development efforts are based on a detailed and re 

alistic understanding ol the world around us. Preconceived notions 

Strategic Management Flow 

EXTERNAL 

S C A N 

I N T E R N A L 

RESOURCE 

A S S E S S M E N T 

I D E N T I F Y S T R A T E C I C I S S U E S : 

O P P O R T U N I T I E S 

P R O B L E M S 

F I C U R E 2 

O V E R V I E W 

S T R A T E C I C F R A M E W O R K : 

V A L U E S , V I S I O N , M I S S I O N 

SELECT ISSUES 

DEVELOP C H A N C E 

I N I T I A T I V E S 

I M P L E M E N T 

I N I T I A T I V E S 

5 



are a cardinal sin in the strategic realm1 Avoiding the extremes ol cockeyed optimism and grim 

pessimism, the effective strategist spends a lot ol time openly listening, looking, and trying to 

understand. Pet notions ol the way we want the world to be give way to the facts when we are 

being strategic. 

• BE E N T R E P R E N E U R I A L . 

Although "entrepreneurialism" has become somewhat ol a buz; word ol late, its essential char 

acteristics are critical to effective strategic development. When we are behaving in an entre 

preneurial fashion, we are: 

D Not only open to new opportunities for diversification and growth in services, products, 

and revenues, we actively pursue them. 

• We are always on the lookout for new customers and for ways to better satisfy the customers 

we have. Take note: SHPO Offices have customers, and the better we define our relationships to 

these customers, the more secure our future is likely to be. 

• BE W1LLINC TO S H A R E A N D EXPAND S H P O O F F I C E O W N E R S H I P . 

The weakest possible approach to the wider world is to see the SHPO Office as our turf because 

we spend our workaday lives here and we are the professionals in our fields. In today's world, 

the public and nonprofit organization that learns to share and expand ownership stands a lar 

better chance ol enhancing its political influence and diversifying and growing its resources 

than does its more exclusionary brethren. Expanding ownership means essentially two things: 

convincing outside individuals and organizations that they have an important stake in our 

SHPO Office; and ensuring that, as owners, they will play a meaningful role in setting SHPO Office 

directions. Every SHPO Office is surrounded by potential owners, il we only look. An excellent 

example would be a board or commission that can be turned into a more active participant in 

our strategic direction setting 

T A K I N C C O M M A N D OF C H A N C E 6 



A SHPO Ofhcc's strategic framework provides both a starting point and a context for the Strate 

gie Development Process. You will recall that the framework consists ol two key elements: a 

clear, detailed vision lor the future, describing what the SHPO Office aspires to be over the long 

run, and a mission that describes the SHPO Office now, in terms ol its programs services, cus 

comers clients, and how it delivers its services. 

VISION —A POWERFUL BUT UNDERRATED TOOL 

Vision is without doubt both the INTELLIGENCE and the DRIVER ol the Strategic Development 

Process. Without a clear, detailed vision as a starting point, a sttpo's Strategic Development 

Process is just as apt to produce useless, as useful, results. Indeed, strategy without vision is 

likely to become motion without direction, and experience has taught all ol us that being busy 

does not necessarily mean being very productive. 

Unfortunately, for many nonprofit and public leaders and managers, vision has been a vague 

concept with little obvious utility in developing their organizations' strategies. Its tremen 

dous power for good has, therefore, seldom been fully realized in practice. Popularly and some 

what vaguely seen as having to do with fundamental purposes, inspiration, and motivation, 

vision is often used interchangeably with its close, but very different, ally — mission. 

O V E R V I E W OF V I S I O N 

Vision is basically a picture ol the future, and the more detailed the vision, the more useful it 

can be in identifying and selecting strategic issues. Ol course, without a clear vision, a SHPO 

Office will have no reliable way to identify strategic issues (opportunities to narrow the gap 

between vision and current reality). 

In doing visioning, it is important that SHIM Offices distinguish between serious planning, on 

the one hand, and public relations information, on the other. While a pithy paragraph that at 

tractively captures the essence ol a SHPO Office's vision will very likely make sense for public 

relations purposes, a far more detailed version is essential lor internal SHPO Office planning and 

development purposes. 

A SHPO Office can envision its future in a number ol ways: in terms ol VALUES, IMPACT, or 

IMAGE. 

C R E A T I N C A S T R A T E C I C FRAMEWORK 

vision is 

basically a 

picture ol the 

future, and Hie 

more detailed 

the vision, 

the more use 

Inl il can ho 

in identifying 

and selecting 

strategic 

issues. 
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• The VALUES VISION describes the SHPO Office's most cherished beliefs and principles, relative both to its work in 

the wider environment and to its internal culture. 

• The IMPACT VISION describes the concrete impacts that the SHPO Office's efforts are intended to have on its envi 

ronment (e.g., the review board; federal, state, and local government agencies; the general public) — how the world 

around it will be changed by its programs and activities. 

SHPO Impact Visions 
A L A S K A 

Alaskans' greater appreciation 

of heritage 

The SHPO Office as an integral part 

of state policy-making 

More state historic parks 

More effective integration of the SHPO 

Office into its parent department 

K A N S A S 

Respect for the image of Kansas 

Respect for cultural diversity 

Communities valuing historic 

preservation 

Sense of community, continuity 

Powerful, focused preservation 

education curriculum 

Increased opportunities to do historic 

preservation 

Enhanced collaboration 

Focused, coordinated use of 

resources 

Increased public participation 

O R E C O N 

Widespread acceptance of historic 

preservation in Oregon 

Better understanding of preservation 

goals and ethic 

Preservation institutionalized in land 

use processes 

Preservation of entire neighborhoods, 

historic districts 

Preservation of tangible links to 

cultural heritage 

The SHPO Office viewed as one of the 

top Offices in the nation 

Expansion, strengthening of local 

government preservation programs 

Enhanced respect for ethnic and 

cultural heritage 

T A K I N C C O M M A N D OF C H A N C E 

SHPO Values Visions 
I L L I N O I S 

A rewarding job experience 

Equitable treatment 

Staff participation in decision-making 

Opportunities for professional 

development 

A collegial atmosphere 

Informal 

Accountability in decision-making 

NEW H A M P S H I R E 

Preservation as a public 

responsibility and public trust 

Spiritual values of historic 

preservation 

Sense of place and identity 

Public education 

Collegiality of staff 

Hard work 

Advocacy 

Prudent management of public 

resources 

Volunteerism 

TEXAS 

Respecting the diversity of the state's 

population 

Serving the public 

Importance of heritage education 

Improving the quality of life for 

present and future generations 

through historic preservation 

Respecting and responding to our 

constituents' needs 
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• The IMACE VISION describes how the SHPO Office wants to be seen in the years ahead by its principal stakeholders 

and by the wider public in its state. 

THE VIS ION-MISSION CONNECTION 

How are vision and mission different, and how do they work together 

in the strategic development process? II vision is a multi laeeted pic­

ture ot a SHPO Office's desired future, its mission is a detailed de­

scription of the SHPO Office NOW, in terms of its customers and clients, 

its products and services, and the roles it plays and technologies it 

employs (FIGURE y). Vision and mission are not only different in con 

tent, the\- also serve completely different purposes. Vision is intended 

to inspire and motivate a SHPO Office and to guide it in selecting 

strategic issues. Mission is more a disciplinary tool, establishing clear 

boundaries and fighting the "headless chicken" syndrome (FIGURE 4). 

Vision moves a SHPO Office in new directions, and mission keeps it 

from losing its head in willy nilly diversification. 

Over time, il a SHPO Office seriously employs the strategic develop 

ment process, vision will cause mission to change. Strategic issues in 

the form of barriers and opportunities will inevitably be identified to 

close the gap between long range aspirations (the SHPO Office vision) 

and what the SHPO Office is right now (the SHPO mission). Vision will 

force possibilities to be raised, while mission will force second 

thoughts and resist undue haste. Without a clear, detailed mission, a 

Mission Describes 
an Organization in Terms of. . . 

P R O D U C T S 

& S E R V I C E S 

C U S T O M E R S 

& C L I E N T S 

ROLES & 

F U N C T I O N S 

F I C U R E 3 

C R E A T I N C A S T R A T E C I C FRAMEWORK 

SHPO Image Visions 
A L A S K A 

The place to come if interested in 

historic preservation 

Protector and advocate for the 

essence of what Alaska is and was 

Repository of expertise and knowledge 

on historic preservation 

Reliable and predictable 

Friendly and cooperative 

Creative 

Having "pizazz" 

Essential to the state's economic well-

being 

Can-do agency that gets the job done 

Easy to understand 

NEW H A M P S H I R E 

Protectors of heritage, beauty, values, 

and natural resources 

Resource for information, education, 

guidance, criteria, and standards for 

heritage protection 

Consistent 

Honest 

Knowledgeable 

Catalysts for change 

Respectful, open to ideas of others 

Accessible and responsive 

Friendly 

Businesslike, but not fixated on being 

a business 

TEXAS 

The state's preservation leader 

Advocates of preservation issues 

Significant player in state government 

in terms of influence and clout 

Responsive and accessible to the 

various publics we serve 

Flexible yet firm in our beliefs 

Focused on the issues that make 

a difference in people's lives 

Innovative, talented, professional 

public servants that are doing 

vital work 

MISSION 
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SHPO Office will be in much greater danger ol lading victim to the "everything to everybody" 

syndrome. However, a clear mission that is not pressured by a strong, expansive vision can 

lead to a hardening ot the SHPO Oflice's arteries and its eventual obsolescence. 

The Kansas planning team saw three categories ol "primary" customers as a component ot its 

mission: 

D "General public" customers include property owners, owners with future involvement (Xa 

tional Register listing and preservation grants), adjoining property owners, consulting profes­

sionals, and developers. These customers receive as products and services: technical assistance, 

academic information, National Register nomination guidance, education, review and compli 

ancc advice, grant assistance, tax credits, and access to resources and information. 

• "Government" customers include the National Park Service, other federal agencies, state 

government departments, and county and city governments. The products and services pro 

vided to this group include reports, review and compliance advice, grant assistance, planning 

assistance, contract archaeology, education, and program agreements. 

• "Nonprofit organizations" included a diverse group, such as local and county historical so 

cieties, the Kansas Anthropological Association, regional planning commissions, neighbor 

hood associations, the Unmarked Burial Board, the Kansas Historic Sites Board ot Review, and 

the Antiquities Commission, among others. These organizations generally receive the prod 

nets and services already noted. 

As part ol its mission exercise the Alaska planning team identified a number ol essentia! func 

tional capabilities, including: "networking" and "coordinating," "interpreting regulations," 

building and maintaining data bases, "mediation" and "conflict resolution," professional ex 

pcrtise, communication, planning, contracting, and facilities management. 

SHPOs MANACINC FOR THE YEAR 2000 

The six SHPO Offices that participated in the "Managing for the Year 2000" Initiative fashioned 

detailed vision and mission statements over the course ol intensive, one and one hall day 

strategic work sessions in a retreat setting. All six SHPO Offices subsequently identified strate 

gic issues and fashioned action strategies to address them. Although the original rough visions 

and missions were eventually refined and condensed for public consumption, they had already 

served a powerlul internal development purpose for all ol the six offices. 

The detailed visions were fashioned by brainstorming groups early in the first day of the SHPO 

Office retreats. The groups took a tree flowing approach to their job, inviting active partici 

pation and avoiding formal consensus techniques. In the process ol fashioning vision state 

merits, participants not only enriched their understanding of each other's programs, they also 

gained new appreciation for each other's perspectives and viewpoints and built a stronger 

foundation lor future teamwork. 

10 TAKINC C O M M A N D OF CHANCE 
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A N D C H A N C E D 

BY V I S I O N 

F I C U R E 4 



3. External and Internal Environments 

o 

/ 

/ 
o 

S C A N N i N C THE E X T E R N A L E N V I R O N M E N T 

Scanning the external environment basically involves the identification and analysis of condi 

tions, trends, and stakeholders that are pertinent to a SHPO Office's vision, mission, and cur 

rent strategies (FIGURE 5). A snro Office's external environment is the source ol many ol its 

strategic issues, including threats, barriers to achieving its vision fully, and opportunities in 

the form ol new customers and resources. 

Although a retreat is an effective vehicle for taking an intensive, point in time look at the ex 

ternal environment, the extent and pace ol change these days demands that external environ 

mental scanning become a regular, on going feature ol a SHPO Office's 

management process. In this regard, certain key questions 

must be answered: 

: What information will we regularly collect in the 

external scan? 

c: Who will collect it, how will it be collected, 

who will analyze it, and how will the analysis 

be factored into our strategic and operational 

planning process? 

Environmental conditions and trends can be 

sweeping — such as national and state leg 

islativc, political, social, economic, demo 

graphic, and technological information. And 

the\' can be particular, such as miliar}' base clo 

sures, local natural disasters, archeological dis 

covcries, responses to citizen opinion surveys, and 

detailed historic resource inventories. As SHPOS ap 

proach the external environmental scanning task, the}' 

must beware ol two common pitfalls: 

a It is all too easy to see the trees while missing the forest — to focus so heavily on detailed as 

sessments ol needs and resources in the immediate environment that major negative or posi 

tive developments in the wider environment are missed. 

• And there is always the clear and present danger ol paralysis by analysis — spending so much 

time and energy in reviewing voluminous documentation that is generated by the scanning process 

that a SHPO Office fails to take timely action to avert threats or capitalize on opportunities. 

ORGANIZATION 

A 

V' 
P H Y S I C A L 

External Scan: 
Collection 

and Analysis 
ol Information 

Pertinent 
to Vision and 

Mission 

\ 

\ 
A A 

-Y or „ 
c? £ jr 

d? o o 
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T A K I N C C O M M A N D OF C H A N C E 

The Texas Historical Commission planning team's external scan saw at the national level "sta­

ble" federal funding, increased federal support and demand lor "public outreach, public edu 

cation, and multi cultural programs," the introduction of "more stringent" federal guidelines, 

a stronger federal emphasis on planning, and increasing demand for technical assistance, grow 

ing Native American advocacy in Congress, "growing diversity of political ideologies, some 

times resulting in political polarization," an aging population, a decaying infrastructure, and 

"strengthening of the private property rights lobby, which will greatly challenge the preser 

vation movement's gains in the past decade," among other factors. 

Pertinent conditions and trends noted by the Alaska planning team included: multi cultural 

ism, oil revenue decline, a "strong and growing interest in tourism," a continuing interest in 

development and resulting conflict with environmentalists, Alaska's small and transient pop 

ulation, a growing interest in and demand lor fossil and prehistoric artifacts, a renewal of the 

Smithsonian Institution presence in Alaska, increasing volunteerism, "fluctuating" interest in 

historic preservation, a "polarized" political environment, and little money to enforce exist 

ing preservation legislation. 

The Alaska team identified as major implications of its external scan the need to pay more at 

tention to: diversifying revenue sources, building new constituencies, keeping "up to date" 

with technology, image, integrated staff work, volunteer management, marketing historic 

preservation, and external partnerships, among other concerns. 

STAKEHOLDER ANALYSIS 

It would be all too easy for a SUPO Office planning team to take an overly statistical approach 

to scanning, clewing the job as basically the collection of all kinds of interesting and useful 

facts and figures describing the world around them. The I act is that the stakeholder organi 

zations and institutions in a SHPO Office's environment are just as — if not more — important 

than conditions and trends, and in these challenging times building and maintaining successful 

relationships with key stakeholders is critical to SHPO Office survival. A stakeholder is any or­

ganizational entity in a SUPO Office's environment that is capable of exerting significant 

influence on the SHPO (FIGURE 6). In order to select the stakeholders that merit closest attcn 

tion and to fashion strategies to manage relationships with these stakeholders effectively, a 

SHPO Oflice must: 

• Understand the stakes involved in each relationship — resources? partnership? political sup 

port? authority? legitimacy? 

D Understand the stakeholder in terms of its values, vision, mission, plans, strategies, capa 

bility, and its expectations of, and opinions about, the SHPO Oflice. 

Some SHPO Office stakeholders are associated with such high stakes that the SHPO Office will 

have no choice but to pay continuous, careful attention to building and maintaining a close, 

positive relationship, or at least fashioning counter strategies to deal with a hostile stakeholder. 

Stakeholder 
Analysis 

• 
I D E N T I F Y I N G 

S T A K E H O L D E R S 

— E N T I T I T E S 

W I T H 

S I G N I F I C A N T 

I N F L U E N C E ON 

M I S S I O N A N D 

S T R A T E G I E S 

• 
U N D E R S T A N D ­

I N G THE STAKES 

I N V O L V E D 

• 
U N D E R S T A N D ­

I N G THE 

S T A K E H O L D E R S 
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Other SHPO Oflice stakeholders will receive close attention on an ad hoc basis, as particular is­

sues come and go. 

A good starting point in stakeholder analysis — best accomplished in a retreat setting—is to 

identify all ot the stakeholders that come to mind, in I tee flowing fashion, then select the ones 

obviously involving the highest stakes. For each ol these selected stakeholders, the planning 

team can then identify what is at stake in the relationship and assess the status ot the rela 

tionship. A stakeholder analysis done by one ol the six "Managing lor the Year 2000" sm>o 

Offices in its strategic development retreat is provided in FIGURE 7. 

What Do Wo Want Irom Stakeholders? What Do They Want Irani Ds? 

EXAMPLE STAKEHOLDER #1: TEXAS HISTORICAL COMMISSIONERS 

WE W A N T : 

D Financial and political influence 

D Governance 

D Historic preservation advocacy 

THEY WANT: 

• Competence, professionalism from staff 

• Staff to facilitate their governance 

;.: To be informed about important issues 

R E L A T I O N S H I P A S S E S S M E N T : 

• Influence in the legislature, both politically and financially, has been limited. 

D Current system does not promote governance, but rather a passive "show-and-tell" approach. 

D Mutual trust and confidence between board and staff must be strengthened. 

EXAMPLE STAKEHOLDER #2: VOLUNTEERS 

WE WANT: 

D Informed contacts at the local level 

D Assistance with programs 

• Historic preservation advocates 

D Volunteers willing to learn and understand complex 

issues 

FICURE 7 

E X T E R N A L A N D INT E R N A L E N V I R O N M E N T S 13 

T H E Y WANT: 

D Sources of funding for their projects 

D Technical support 

D Us to be able at any given moment to address their problems 

D Us to provide leadership and professionalism on their 

own terms 

• Us to provide them with status within their communities 

D Us to come in and "save the day" when it is sometimes 

not possible 

R E L A T I O N S H I P A S S E S S M E N T : 

D Some volunteer groups offer the THC valuable assistance, but there is a need for improved 

relationships with other groups. 

D There may be unrealistic expectations on both sides. 

• Poor communication often exacerbates existing problems. 



VERY S P E C I A L S T A K E H O L D E R S — PARE NTS A N D P O L I C Y B O D I E S 

Many SHPO Offices arc part of a wider department, commission, or division, rather than stand 

alone organizations. In these instances, it is important that the chief executive officer and ex 

ecutive management team (typically, the department or division heads, often including the 

State Historic Preservation Officer) of the SHPO Office's parent organization receive very spe 

cial attention in the stakeholder assessment process, because the stakes are exceedingly high. 

It is critical that the SHPO Office have a clear understanding of the parent's vision, mission, and 

strategic directions and how the SHPO Office fits into these directions. The SHPO Office also 

needs to know how well the parent understands its directions and programs and the parent's 

opinion of the SHPO Office. 

An assessment of the SHPO Office relationship with the parent organization's chief executive 

officer is an especially important part of the SHPO Office parent relationship analysis. This en 

tails gaining a detailed understanding ot the chief executive's vision, aspirations, and strate­

gies, of his or her decision making and management stele, and of his or her understanding of, 

and attitudes toward, the SHPO Office. The more detailed the SHPO Office's knowledge in this 

regard, the more likely the SHPO Office chief executive relationship will be productive, posi­

tive, and mutually beneficial. 

Policy bodies closed)' associated with the SHPO Office — be the)' governance boards and com 

missions (linked to the SHPO Office directly or to its parent organization) or advisory bodies 

ol one kind or another) — also deserve very special attention in the stakeholder analysis 

process. Volunteers serving on such policy bodies can be a tremendous resource ^o a SHPO Office 

if they are well supported and the SHPO Office-policy body relationship is meticulously man 

aged by the SHPO Office. For example, policy bodies can provide experience, expertise, know! 

edge, and varied perspectives in the planning and policy formulation process. They can also 

be important in building political networks, enhancing public understanding and support, 

and generating financial resources. 

Despite their tremendous potential, policy bodies are often woefully underutilized by staff. 

Frequently, they are treated as passive audiences for finished staff Work, whose only real job 

is to react to documentation that is placed before them or to absorb show and tell briefings. 

Ol course, at the tail end of a process, when the document is basically finished, by definition 

there is nothing of importance left for the policy body to do; its only function is the trivial one 

of thumbing through someone else's work. When this passive model is in effect, not only will 

a policy body's work tall far short of its potential, the body's members are likely over time to 

become so bored and frustrated that they on occasion act as enemies, rather than friends, ol 

the SHPO Office and its programs, (FIGURE 8 identities characteristics of effective boards.) 

A major challenge for SHPO Offices committed to realizing the full potential of their policy bod 

ies is to identify opportunities for these bodies to become creatively and meaningfully engaged 

in shaping strategic directions and establishing policies PROACTIVE LY — early in the planning 

and program development process, rather than at its conclusion. Another challenge is to help 
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their policy bodies to understand clearly their leadership roles and re 

sponsibilities and to assist them in designing processes and structures 

that will facilitate their playing these roles effectively. For example, il 

a policy both' is truly to play a creative and productive role in strate 

gic direction setting for a sum Office, then it must: (1) have a well 

defined job to do within a well defined strategic planning process; and, 

(2) have a committee that focuses on planning so that in depth par 

ticipation is possible. Very seldom is it possible tor a policy both' as a 

whole to become invoked in depth in planning or any other gover 

nance I unction. 

I N T E R N A L R E S O U R C E A S S E S S M E N T 

The internal assessment ol strengths and weaknesses is one ol the 

most difficult — and most critical — steps in the strategic develop 

ment process, lor both individuals and organizations. The barriers to 

effective assessment are not technical; above all else, they have to do 

with the human ego. How often have we been advised not to locus on 

the down side? There is plenty ol bad news to go around, we are told, 

so let's just concentrate on our vision and accentuate the positive! But 

this up beat advice is dead wrong. The fact is, il we are to select the 

appropriate strategic issues to address, and il we are to fashion strate­

gies that are realistic (meaning implementable at a cost that we can 

afford), then we must have a detailed understanding ol where our 

suro Office is strong, and where it is less so. Rigorous honesty in this 

regard is the preeminent virtue, wishful thinking the cardinal sin! 

This is not to say that any sum Office is condemned to live within cur 

rent resource constraints, or to suffer without recourse I torn debili 

tating weaknesses. The only objective is to understand exactly where 

the SHPO Office stands vi.s a vis specific resources; a sum Office can al­

ways decide to invest in correcting weaknesses and expanding par 

ticular resources. 

The six "Managing lor the Tear 2000" sum Offices, in their one and 

one half dav retreats, looked carefully at their strengths and weak 

nesses in the following major resource areas: 

• HUMAN: Policy both' effectiveness; staff skills, training, experience, 

and expertise. 

• FINANCIAL: Stability and diversity ol revenue sources; potential 

for revenue growth. 

Effective Boards 
• 

HAVE A CLEAR D E S I G N : 

L E A D E R S H I P V I S I O N 

G O V E R N A N C E WORK, ROLE 

• 
DO O B V I O U S L Y I M P O R T A N T WORK 

• 
O P E R A T E T H R O U C H STRUCTURE AND 

P R O C E S S THAT DIRECTLY SUPPORT 

THE D E S I C N 

F ICURE 8 
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• POLITICAL: The size of the shadow the SHPO Office casts on the political landscape; the ex 

tent ol thc SHPO Office's clout wi th highest priority stakeholders; the size and vitality ol the 

SHPO Office's network of friends and allies. 

n P R O C R A M P E R F O R M A N C E : SHPO Office performance against stated performance targets 

over the past year; evidence ol customer satisfaction. 

• INTERNAL P L A N N I N C AND MANACEMENT: The SHPO Office's use of contemporary planning 

and management techniques, such as team participation in the strategic planning and budget 

preparation processes and in SHPO perlormancc monitoring; the employment ol modern tech 

nology, such as computer generated financial reports. 

D INTERNAL CULTURE: The effectiveness of internal communication; the level ol colleejalitv 

and cooperation; the staff's morale. 
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W H A T fS A S T R A T E C I C ISSUE? 

The crux ol the strategic development process is the identification 

and selection ol the STRATECIC ISSUES that the SHPO Office will 

tackle — above and beyond its normal, da)' to day business (what we 

called the "operational agenda" in Section i). These strategic issues, 

and the strategic change initiatives that are fashioned to address them, 

comprise a SHPO Oil ice's STRATECIC DEVELOPMENT ACENDA, which 

must be managed separately from a SHPO'S day to da)' affairs. 

Strategic issues, which come in diverse shapes and sizes (FIGURE 9), 

are basically CHANCE CHALLENGES in the form of opportunities to 

move toward our SHPO vision and ol barriers or problems impeding 

our progress to our vision, They might relate to: 

• C U S T O M E R S , P R O C R A M S , A N D REVENUES — for example, the op 

portunity to provide a new service to a new customer, such as a led 

eral agency or an Indian tribe, or the decline of a traditional revenue 

source that forces the SHPO Office to search lor new revenues. The 

New Hampshire planning team decided to address heritage tourism 

as one ol its strategic issues. 

D IMACE A N D EXTERNAL R E L A T I O N S — for example, the need to 

build a stronger image in the state or to repair a dangerously traced 

relationship with a key stakeholder, such as the state legislature or a 

nonprofit board. The Texas planning team decided that stakeholder 

management generally merited immediate attention as one ol a small 

number ol high priority issues. 

D O R G A N I Z A T I O N A L L E A D E R S H I P , P L A N N I N C A N D M A N A G E ­

MENT CAPABILITY — lor example, the need to strengthen a SHPO 

board's governance capability, or to upgrade a particular planning or 

management process. The Illinois planning team chose to tackle 

three internal issues — budget preparation, personnel management, 

and internal communication. The Kansas planning team decided to 

locus intensive attention on designing the process lor preparing a 

statewide preservation plan that would be highly participator)1 and 

issue focused. 

Strategic Issues 
• 

C H A N C E CHALLENGES 

• 
IN THE FORM OF O P P O R T U N I T I E S 

A N D PROBLEMS 

• 
C A N RELATE TO NEEDS OR 

M A R K E T S , P R O D U C T S OR SERVICES, 

REVENUE S T R E A M S , MANACEMENT 

OR C O O R D I N A T I O N 

• 
O F T E N CROSS O R G A N I Z A T I O N A L 

B O U N D A R I E S 

F ICURE 9 

ISSUE I D E N T I F I C A T I O N AND S E L E C T I O N 

4. Issue Identification and M a t i n 
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Certain characteristics tell us we are dealing with a strategic issue, rather than a matter that 

should be handled through the normal operational planning and management process: it in 

volves high stakes; it demands intensive attention; and it cuts across SHPO Office programs and 

operating units. 

• HICH STAKES —A strategic issue demands attention because the likely cost ot NOT dealing 

with it will be high, in terms of direct penalties or lost benefits. For example, because of a fail 

ure to repair its working relationship with a politically influential nonprofit preservation as 

sociation, a SHPO Office might lose legislative support in the state budget process. Or, a poorly 

designed budget process that fails to involve all of a SHPO Office's management team actively 

will exact a high price in terms of staff morale and program innovation and refinement. 

LJ INTENSIVE ATTENTION —The issue is so complex, and the need tor action in thc near term 

so pressing, that the issue cannot be left to the SHPO Office's routine planning and manage 

ment process or merely be delegated to a staff person to spearhead. For example, developing 

a heritage tourism program may involve complex dealings with several other state agencies 

and one or more nonprofits and the orchestration of planning sessions that must be meticu 

lously designed and facilitated. And the outcomes that might be produced through the SHPO 

Office's statewide preservation planning process are so diverse (including upgrading the roles 

ol one or more policy bodies and building alliances with state legislators and nonprofit as­

sociations, for example) and the process so complex that designing and carrying out the plan 

nine process cannot sensibly be delegated to one person, even if she or he is thc normal plan 

ning officer on staff. 

• CROSS-CUTTINC, o RC AN i z ATI o N - w i D E — \ cry often, strategic issues just do not fit into 

any existing SHPO Office operating unit or program area and are, therefore, organization wide 

matters. Examples are stakeholder management, going after grants to kind new programs, 

strengthening a policy body's leadership capability, and building a more effective internal com 

munication process. 

S E L E C T I N C S T R A T E G I C ISSUES 

The overriding objective ol a SHPO Office's Strategic Development Process is to generate AC­

T I O N — and CHANCE — in the NEAR TERM. Old time supermarket planning, with its shop 

ping lists of tantalizing possibilities, does not cut ice in this regard. The cruel fact is that a 

SHPO Office can handle only a very lew, truly strategic issues well over the course ol a year, 

while also managing day to day affairs. 

S E L E C T I V I T Y IS THE N A M E OF THE S T R A T E C I C D E V E L O P M E N T C A M E , A N D IF A S H P O 

O F F I C E IS S E R I O U S A B O U T S T R A T E C I C D E V E L O P M E N T , T H E N THE P R O C E S S MUST BY 

ITS VERY N A T U R E F O C U S ITS A T T E N T I O N ON A VERY SMALL N U M B E R OF H I C H E S T 

STAKES I S S U E S . 
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And keep in mind that we are not talking about General Motors here. The challenge for the 

average snro Office is to find some time, and perhaps a little money, to deal with two, three, or 

lour serious issues at any given time, while continuing to spend 98 percent ot the time on run­

ning the shop. It s tands to reason, then, that the average SHPO Office must choose issues it can 

realistically handle. Far from being earth shaking or grandiose, to he manageable the strate 

gie issues must be CHEWABLE BITES that will not overwhelm the SHPO Office. 

Narrowing down a list ol 4} tantal izing prospects to the lour "chewable bites" that a SHPO 

Office can afford to address is more an art than a science, but a SHPO Office's planning team can 

bring rigorous logic and common sense to the selection task by asking certain key questions: 

] Wha t is our SHPO Office likely to pay because we do NOT deal with a particular issue this year? 

Penalties typically take the form ol direct damage (eroding staff morale, alienating the gover 

nor, a cut in the budget) or less direct consequences (missing a major new grant opportunity). 

• Are we realistically capable of tackling a particular issue, either alone or in alliance with one 

or more stakeholders? Our SHPO Office may need to build stronger stall capability or raise new 

kinds to address an issue. W h a t are the odds that we can muster the resources required? 

: W h a t risks are involved in tackling a particular issue? Is it politically or technically com 

plex enough to make risk a serious issue? Is it so controversial that by merely tackling it we 

will tarnish our reputation? 

Our SHPO Office planning team may have no choice but to address certain issues because the 

penalties of tailing to act are so high. Usually, however, such easy and dramatic decisions do 

not come our way. Our task is to do a balancing job, choosing a small number of issues that 

promise the greatest benefits, that are assessed as affordable and manageable, and that involve 

the most favorable ratio ot benefits to costs. 

A T E A M A F F A I R 

Teamwork is at the heart ol strategic issue identification and selection, and the SHPO Office 

planning team will most likely require at least two intensive sessions lor this purpose. A reli 

able approach is to accomplish the issue identification step as part ot a one or one and one 

half day work session or retreat (see Section 6 below), and soon thereafter to select issues in 

a follow up hall clay session. The break out groups that identified issues in the retreat might 

prepare for the lollow up issue selection session by performing a benefit cost analysis of the 

issues the\ ' generated. This would ideally be made available to all members ol the planning 

team in advance ot the second session. 
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EMPLOYINC TASK FORCES 

Since strategic 

issues can 

lie very 

different, the 

strategies 

(o address 

lliein can 

alsn differ 

significantly. 

Once a SHPO Office planning team has selected the issues that will be tackled NOW, it will make-

good sense to put together task forces to accomplish the detailed action strategy formulation 

that comes next. Task forces are an effective planning tool when: 

• T H E Y DRAW STAFF F R O M D I F F E R E N T P R O C R A M / F U N CT I O N A L A R E A S IN THE S H P O 

O F F I C E . 

Since strategic issues significantly impact the whole SHPO Office and since they tend to cut 

across programs and organizational divisions, task forces with diverse membership are es 

sential. An added benefit of task forces is that they enhance internal communication and build 

a stronger internal culture. 

• THEY INVOLVE KEY STAKEHOLDERS. 

Stakeholders can bring critical experience, expertise, and knowledge to the strategy formu 

lation process, and their involvement can be a means to strengthen ties, as well as building 

stakeholder commitment to implementation ol task force recommendations. 

• THEY ARE WELL LED. 

Choosing the right task force leaders will help to ensure that their work is accomplished in a 

lull and timely fashion. In making the appointments, look lor the following characteristics: 

• A strong understanding of, and commitment to, the strategy formulation process. 

• Well developed planning and facilitation skills. 

n The ability to relate well to peers. 

• Openness to new ideas. 

• An inclination to pay meticulous attention to detail. 

• THEY R E C E I V E A C L E A R , D E T A I L E D C H A R C E . 

Since strategic issues can be very different, the strategics to address them can also differ 

significantly, as can the methods to produce the strategies. For example, a task force whose 

charge is to design the statewide historic preservation planning process will be producing 

a very different product than a task force whose charge is to fashion strategy to improve a 

relationship with a particular stakeholder, or a strategy to obtain a new grant. These ohvi 

OUS differences mean that, il task forces are to hit the ground running, and to maintain their 

momentum, they must receive clear, detailed guidance about the job they are to perform: the 
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precise nature ot their strategic product; the methods they are to employ; and the deadlines 

the\' are to meet. 

• THE CONSTRAINTS ARE MADE PERFECTLY CLEAR. 

A critical supplement to a task force charge is the constraints that will govern their work. The 

SHPO Office planning team might, for example, decide that the only acceptable strategy in­

volving new expenditures will clearly identify a new funding source and will include a cle 

tailed plan for tapping it. Or the team may decide that certain subjects are clearly off limits, 

perhaps because of their political sensitivity. Whatever the constraints, by stating them at the 

onset, valuable time will be saved and needless emotion avoided. 

• THEIR WORK IS OVERSEEN AND COORDINATED. 

To ensure that the task force process moves forward as planned, it is important that a staff per 

son be assigned to oversee and coordinate the task loree process (see Section 6 for more de­

tail) and that the SHPO Office planning team regularly reviews progress. 

D T H E Y D E V E L O P A DETAILED TASK FORCE W O R K P L A N . 

In addition to reviewing their charge at their first organizational meeting, it is important that 

each SHPO task force fashion a detailed workplan to meet the deadlines that have been assigned. 

The workplan should clearly identify and schedule the tasks to be accomplished, and should 

assign specific jobs to each task force member. 

STRATECY FORMULATION METHOD 

The precise method that a SHPO Office task force employs in carrying out its strategy formula 

tion charge must be tailored to the particular issues being addressed. However, the great ma­

jority of task forces will produce one primary product — a set of what we might call "CHANCE 

INITIATIVES" to address the issue assigned to the task loree. A Change Initiative can be thought 

of as a specific action strategy aimed at accomplishing specific targets and will consist of: 

• A statement of the need (or sub issue) being addressed. 

D The specific targets to be achieved by the Initiative. 

• The action plan to achieve the targets. 

• The resources required. 

For example, our task loree, which is addressing the issue ol improving our relationship with the 

head of the department in which the SHPO Office is located, has identified as a key sub issue (a 

need), the department head's lack of understanding about the SHPO Office's basic mission and 

functions. Our specific CHANCE INITIATIVE to address this specific sub issue (or need) will he 

to stage an in depth briefing lor the department head. Our action plan will include such steps 
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as preparing written and oral presentations, rehearsing as a team, making sure that time is set 

aside on the department head's calendar, and the like. 

The task force process to produce the Change Initiatives will flow along the following lines in 

most cases: 

• Early in the task force process, each task force must gain an in-depth familiarity with its 

particular issue, via a detailed second-stage environmental scan, the objective of which is to 

surface specific sub-issues (or needs/problems) that comprise the major issue. The more com 

plex the major issue, the more sub-issues you can expect to find, and the more important this 

first scanning step will be. 

D A variety of information techniques might be employed to create a more powerful scan of 

the issue. The task force might combine review of documentation with interviews and per 

haps even surveys of opinion. 

• The detailed issue scan and the analysis of sub-issues will inevitably surface a number of po­

tential Change Initiatives, and the primary task force job is to select a limited number of such 

Initiatives and to fashion action plans to achieve them. There is no science to rely on in doing 

this job. Rather, a rough cost/benefit analysis can be employed to decide which Change Ini­

tiatives that APPEAR TO BE FEASIBLE —TECHNICALLY, FINANCIALLY, AND POLITICALLY — 

will provide the SHPO Office with the fullest return on its investment of precious time and other 

resources. 

• One of the most important constraints in selecting Change Initiatives is the resources that 

are required to implement the Initiatives. How much can be clone, and how quickly, obviously 

depends on the resources available — in time, in dollars, in technology, and sometimes even in 

political capital. Choice is the name of this game. When the strategic development process is 

taken seriously, it is about more than merely raising tantalizing possibilities or composing end­

less wish lists. Rather, it is about choice and investment — the choice to invest very scare re­

sources in achieving particular outcomes and carrying out specific courses of action. 

SHPO OFFICE PLANNINC TEAM OVERSICHT 

Since the stakes involved in the work of the various strategic development task forces are so 

high to the SHPO Office, it is imperative that the SHPO Office planning team keep close tabs on 

the task force process. The team can be used to provide technical guidance, reviewing interim 

task force reports and giving directions relative to needed revision, and to resolve operational 

issues that may arise as the task force effort proceeds. 
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CREATE A STRATECIC DEVELOPMENT PROCRAM 

Strategic development, il it is to yield powerful results to your SHPO Office over the long run, 

must be an on going, well structured process that is not blended into the day to day opera 

tion ol the SHPO Ofhce's functions and programs. The following steps can be taken to ensure 

that the strategic development agenda is well managed and productive for your SHPO office: 

• ESTABLISH THE STRATECIC DEVELOPMENT PROCRAM. 

Treat all activities involved in implementing the Strategic Development Process as a STAND­

ALONE SHPO OFFICE PROCRAM. This Strategic Development Program is distinct from all 

other SHPO programs and is specifically charged with the strategic development of the SHPO 

Office over the long run. 

D C R E A T E A P R O C R A M S T E E R I N C C O M M I T T E E . 

The SHPO Office Planning Team can serve as Strategic Development Program Steering Com 

mittee. Wearing this "hat," the Planning Team will meet solely for the purpose of providing 

policy direction to the Strategic Development Program, confirming its design and plans, over 

seeing its operation, and reviewing and adopting any task force recommendations emerging 

from the Program. 

D A P P O I N T A P R O C R A M C O O R D I N A T O R . 

The SHPO Office's Strategic Development Program Coordinator will be a senior staff person 

who will devote between 10 and 20 percent of her or his time to serving as chief staff to the 

Program, in this capacity: 

• Developing the Program Design for Steering Committee review. 

• Providing staff support to the Steering Committee, ensuring that regular meetings are sched 

ulcd, that agendas are well developed, that documentation to be reviewed is received in ad 

vance, that presentations are well crafted, that Committee actions are followed up on, that the 

Committee is kept well briefed on Program progress and problems, and the like. 

• Closely monitoring and guiding the work of any strategy formulation task forces that are 

established as part of the Strategic Development Program. 

D A D O P T A D E T A I L E D S T R A T E C I C D E V E L O P M E N T P R O C R A M D E S I C N . 

Key to the success of a SHPO Ofhce's Strategic Development Program will be the Steering Conv 

mittec's adoption of a Program design that sets forth a schedule of major Program events (such 

as a kick off retreat) and explains precisely how they relate to the annual operational planning 
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and budget preparation cycle. The Program Coordinator should take responsibility for prepar­

ing a Program Design Document for the Steering Committee's review as one of her or his first 

official duties. 

USE A RETREAT AS A RROCRAM JUMP-START MECHANISM 

Once the Strategic Development Program is firmly established, a retreat can be used as a pow­

erful vehicle for jump-starting the strategic development process. The six SHPO Offices involved 

in the "Managing for the Year 2000" Initiative found this to be the case. Their one and-one-

half-day retreats involved the following major activities: 

• Orientation on the strategic development method. 

• The development of vision and mission statements. 

• The assessment of external environmental conditions, trends, and stakeholders and ol in 

tcrnal strengths and weaknesses. 

• The identification of a number of potential strategic issues. 

• The discussion of possible strategic change initiatives. 

In all six cases, task forces were established subsequent to the retreats, for the purpose of fash 

ioning strategic change initiatives to address selected strategic issues. It is anticipated that an 

annual retreat will become a standard part of each SHPO Office's ongoing Strategic Develop­

ment Program. 

The following steps will help to ensure a successful retreat: 

D D E V E L O P A DETAILED RETREAT D E S I C N . 

Involve all SHPO Steering Committee members in developing a detailed design for the kick off 

retreat that clearly specifies what it is intended to produce, how it will be structured (for ex 

ample, will break out groups be used?), and the agenda that will be followed. 

• SET ASIDE ENOUGH TIME TO DO THE JOB FULLY. 

A key element of the design will be to ensure that enough time is set aside to achieve the de­

sired objectives fully. Nothing that involves serious consideration of complex issues and ac­

tive participation can be done in less than a full day, and often more time is desirable. 

D ENSURE THAT STAFF PLAY A C T I V E ROLES IN L E A D I N G THE RETREAT. 

Nothing kills interest and enthusiasm faster than having to sit in a passive presentation/re­

sponse meeting. Far more effective is a design that involves SHPO staff members in leading the 

retreat. One sure fire mechanism is break out groups that are designed to achieve specific 

outcomes — for example, to develop the elements of a SHPO vision, to scan the SHPO environ 

ment, to identify strategic issues in a given area, such as image and external relations. This 
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participator}' approach works best when the break-out group process is meticulously de­

signed in terms ot expected products and the method to be used and when group leaders are 

carefully selected and oriented on their facilitative roles. 

• MEET IN A C O M F O R T A B L E , O F F - S I T E L O C A T I O N . 

An off site location well away from the SHPO Office will help to create a positive climate for the 

retreat. Basically, it assists participants to "suspend the rules," to set their sights higher than 

day to day operations and to be open to new viewpoints and approaches. And a comfortable 

setting makes it easier to sustain energy and attention. 

Q I N V I T E I M P O R T A N T S T A K E H O L D E R S TO P A R T I C I P A T E . 

Key stakeholders will not only bring valuable information and perspectives to a SHPO Office 

retreat, they will also get to know the SHPO Office better and may very well become stronger 

allies and potential joint venture partners. For example, among the "outside" participants in 

the Kansas SHPO Office retreat were two representatives of the Historic Sites Board of Review, 

a representative ol the National Trust for Historic Preservation Advisors, two Certified Local 

Government planners, and representatives ol the Kansas Preservation Alliance and the His 

torie Resources Committee of the American Institute of Architects. 

D R E T A I N A P R O F E S S I O N A L F A C I L I T A T O R , IF F E A S I B L E . 

One way to ensure that your SHPO Office retreat is highly productive is to retain the services 

ol a professional facilitator to assist in planning and facilitating the retreat. A skilled third 

part}' facilitator can make sure that discussion docs not bog clown and can guide considera 

tion ol sensitive issues that would be difficult to address without outside assistance. 

• P R O V I D E FOR F O L L O W - U P . 

By designing follow up into the retreat, a SHPO Office can avoid the puzzlement, frustration, 

and anger that often result from a retreat that fails to generate concrete progress subsequent to 

the event. One simple tactic is to make sure that the third part}' facilitator's contract requires 

the preparation ol a detailed follow up report that summarizes the major points made during 

the retreat and also recommends next steps. It is important that such a report be reviewed line 

by line by all retreat participants as soon after the retreat as feasible, and that explicit decisions 

are made relative to the follow up steps. 

H key element 

ot the design 

will be to 

ensure that 

enough time 

is set aside to 

achieve the 

desired objec­

tives folly. 
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SHPO Offices lace a stark choice in today's world: 

• A si i no Office can choose to be PROACTIVE — creatively and systematically leading and man 

aging change, taking command ol its own development and growth. 

u Or a SHPO Office can be PASSIVE AND REACTIVE—being changed by the forces around it 

and reacting to events as they occur. 

THERE IS NO MIDDLE CROUND: EITHER DO. OR BE DONE UNTO' 

The good news in today's challenging environment is that the Strategic Development Process 

described in this Guidebook is a powerful tool lor proactive planning and management, and any 

SHPO Office that makes the proactive choice can put the Strategic Development Process into 

practice. No matter how threatening its environment, how straitened its resources, or how 

complex its politics, the SHPO Office that is committed to applying the Strategic Development 

Process can put it to good use. 

We are not talking ol tilting at windmills. By fashioning a detailed gameplan — or design — 

for applying the Strategic Development Process that is tailored to its unique situation, a SHPO 

Office can ensure that its investment ol time and energy yields valuable results. The pace may 

be slower than ideal, the reach shorter than we would like, but the results, however modest. 

will always be preferable to the high price ot passivity and inaction. 
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8. Sources of Information on Strategic Development 

IN CENERAL 

SHPO executives and managers who want to keep in touch with broad currents in nonprofit 

and public management and in the fields of strategic planning, management, change manage 

merit, and board leadership development will tint! that national journals are the most reliable 

resource. Rooks tend not only to tell us much more than we need to know, they are often 

somewhat dated by the time they hit the streets. Most helpful are: Harvard Business Review 

(Harvard Business School); Sloan Management Review (MI r Sloan School of Management); Non 

profit World (Society for Nonprofit Organizations); and the various publications of the National 

Center for Nonprofit Boards. Fortune Magazine is an excellent source on economic and man 

agement trends. Far less helpful because of their academic bent are Nonprofit Leadership and Man 

agement (Josscy Bass Publishers) and Public Administration Review (American Society for Pub 

lie Administration). 

STRATECIC PLANNINC/MANACEMENT 

Probably the best book on public and nonprofit strategic planning is Bryson. J.M. (1989), Stratc 

gic Planning for Public and Nonprofit Organizations (San Francisco: Josscy Bass). Also helpful isOlsen, 

J. B., and Eadie, D. C. (1982), The dame Plan: Governance With Foresight (Washington, INC.: Coun 

cil of State Planning and Policy Agencies). Articles of special interest because of their focus on 

public and nonprofit applications are: Bryson, J. M., and Roering, W. D. (1987). "Applying Pri 

vate Sector Strategic Planning in the Public Sector," journal oj the American Planning Association, 

55, 9-22; Fadie, D. C. (1987), "Strategic Issue Management: Building an Organization's Strate 

gic Capability," Economic Development Commentary, 11,18-21; Fadie, D.C. (1989), "Building the Ca 

pacity for Strategic Management," in J. L Perry (Ed.), Handbook ofPublic Administration (San Fran 

cisco: Josscy Bass), 162-175; Jones, R. 1.., and Fadie, 0. C.(ic)94), "Fostering Innovation and 

Growth: The Center lor Human Services Experience," Nonprofit World, 1,25-28; Kemp, F. J., Funk, 

R. J., and Fadie, D.C. (1995), "Change in Chewable Bites: Applying Strategic Management at 

1:1:0c," Public Administration Review, 2, 129-154. 

CHANCE MANAGEMENT 

Three superb books that deal with innovation and the management of change are: Ranter, R. M. 

(1989), When Giants Learn to Dance (New York, Simon and Schuster); Senge, P.M. (1990), The Fifth 

Discipline (New York: Doubleday); and Tichy, N.M. (1985), ManagingStrategicChange (New York: 

John Wiley & Sons). Three additional works on managing change that provide useful infor­

mation are: Dalziel, M. M., and Schoonover, S.C. (1988), ChangingWays (New York: AMACOM); 
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Kirkpatrick, D.L. (1985), How to Manage Change Effectively (San Francisco: Jossey Bass Publish 

ers); and Lippitt, G. L, Langseth, P., and Mossop,J. (1985), Imblancnting Organizational Change 

(San Francisco: Jossey Bass Publishers). 

B O A R D L E A D E R S H I P 

The National Center for Nonprofit Boards has published a book shelf of practical monographs 

addressing different facets of nonprofit board leadership, including this writer's 1993 piece, Be 

yond Strategic Planning: How to Involve Nonprofit Boards in Growth and Change (Washington, B.C.: Na 

tional Center for Nonprofit Boards). One of the few helpful books on developing the nonprofit 

board's role is Carver, J. (1990), Boards that Make a Difference (San Francisco: Jossey-Bass). Carver's 

book is more useful in establishing boundaries between the governance and executive lime 

tions than in developing a board leadership role in strategic planning/management, which he 

largely ignores. 

Three recent articles focusing on nonprofit board leadership development are: Conley, G. N., 

and Eadie, B.C. (1990), "Strengthening Board Strategic Leadership," Economic Development Com 

mentary, 13,4-11; Eadie, B.C. (1991), "Strengthening Board Leadership and the Board Chief Ex 

ecutive Partnership," Economic Development Review, 9,39-42; and Eadie, B.C., and Edwards, R. L. 

(1993), "Board Leadership by Besign," Nonprofit World, 2,12-15. 

I N D I V I D U A L H U M A N C R O W T H 

Organizational change is driven to a significant degree by individual growth, and in this re 
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and Wheelis, A. (1973) How People Change (New York: Harper and Row). 
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