SW Region
Strategic Planning

Feb 2021 RLT Meeting
Rebecca Reynolds

Leadership Development & Strategic Planning

Leadership at its best is a dynamic act of discovery.




Strategic Planning: Week Overview

Day 1, 8:30—11: Intro to the
Process

Day 2, 8 — 11: World Forces
1 —4: World Forces cont’d

Day 3, 8 — 11: R3 Identity
1-4: Vision-Beliefs-Mission

Day 4, 8 —11: V-B-M cont’d

Day 5,8 —11: V-B-M cont’d &
Focus Areas
1-4: Focus Areas cont’d & Wrap-up

*Text is

RR presents 8:30 - 9:30 | Review Strat Plan Elements,
Survey/Int Findings 9:45 - 11

RR presents World Forces 8 - 9:30 |
Report out/Discuss 1 - 2:30 | Select Priorities 2:45 - 4

RR presents Identity 8 - 9:30 |
Report out/Discuss 1 - 2:30 | RR presents V, B, M 2:45 - 4

RR sets up Breakout 8 — 8:45 |

Report out/Discuss 8 - 9:45 |RR presents Focus Areas 10 - 11

| Report 2:15 - 3:15 | Next Steps 3:15-4

indicates interactive activity*



Day 1: Intro
Strategic Planning

AM: Leadership Role & Charge 8:30 - 9:30 | BREAK | RRC Strat Framework
Elements, RLT Survey/Interview Findings 9:45 - 11
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Day 1 AM: Leadership Role

1. Set the frame & select the course:
* Ask & answer the essential questions
 Communicate the answers to important publics

This is the most powerful leadership act since the frame
is the context in which everyone thinks & operates

2. Update the frame & the course:
* See what’s coming, explore it — both risk & opportunity
* Make sense of it, adjust the frame as needed
 Communicate & delegate as indicated

This charge is on-going: as the world changes, so must
we

Leadership vs
Management:
leading is
what’s needed
when we're
heading into
the unknown —
management
handles what
is already
known



Day 1 AM: Collective Leadership

* Leadership is changing = from a single charismatic personality to a
dynamic complement of individuals sharing the leadership mantle

* Collective leadership requires more time & process = without both,
leadership defaults to management

* Individual leaders rise to the level of the collective, leaving behind
their day-to-day perspective

* Many types of governance work in collectives — specifying which is
key



Day 1 AM: Collective Leadership Benefits

* A team inspired & motivated together rather than by one person or
not at all

* A shared understanding of the whole picture: everyone sees where
they fit
* A shared set of priorities: clear direction & more efficient results

* Common language: makes for effective dialogue, lasting decision-
making, the basis for consistent communication

* Clarity about the leadership level that is appropriate to the leadership
body: allows us to know what is ours and what is not



Day 1 AM: RLT Collective Make-Up

* Perspectives involved with creating & decision-making:
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Day 1 AM: RRC Model Purpose & Benefits

* RLT engaging Strategic Planning:
* Increased team understanding & alignment
* Enhanced ability to lead strategically
* New language/concepts enable rapid assessment & deft decisions

* The Strategic Plan (the frame):
* RLT: an ongoing touchstone for decision-making
* SW Region: able to locate themselves & see how they fit
* Customers: clarity about what to expect & why
* Public: awareness can deepen into understanding & then advocacy



Day 1 AM: RRC Model Elements

1. World Forces: events/trends exerting influence
2. Vision: our desired future — why we exist

3. Beliefs/Values: who we are (may indicate Role)
4. Mission: what we do and for whom

5

Focus Areas: 3 core “bins” of our Mission work (organizing principle)
1. Goals, Objectives & Measures for each

6. Program of Work: activities to accomplish goals & objectives

7. Capacity Areas: 7 core “bins” of resources required for Mission delivery
* People, Money, Infrastructure, Technology, Image, Governance and Knowledge
* Goals, Objectives & Measures for each
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The Organization

Mission ,
What does the organization do'and forishom¢

Focus Areas

In what broad areas does the organization
concentrate ifs mission-related efforis?

And what is the organizing

principle of them?

Program of Work
What specific activities are being underfaken
to achieve the desired results?

Capacity People Money

What resources does the
organization have/need
to do its work? Image Governance
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Vision - Mission

* Most important strategic statements
* Answer different questions: WHY — WHAT _
* Together are the core of the conceptual frame for the organization

* Vision is aspirational — Mission is operational
* Vision is the target — Mission is the arrow point

* It is both the statements & their relationship to each other that
underpin a meaningful strategic plan
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Mission work vs. Capacity work

* An important distinction

* Mission work serves the organization’s public
e Mission question: what do we do to serve whom?

* Capacity work serves the organization
 Capacity question: what resources do we have/need to achieve our mission?

* Both have goals, objectives, measures and action
e Leadership charge: manage the balance between Mission & Capacity
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Day 1 AM: RLT Survey/Interview Findings

* General Findings:

* There are clear themes - but little consistency in how
they’re discussed — this is what the framework provides

* For example: TOP ISSUES were a mix of world forces,
programs & capacity, as we shall see...

* For a deeper understanding of each element, we’ll use
RLT survey/Interview findings as examples



World Forces

SW Region
Categories:
Sogla}I Forest Service
Political
Economic

USA/Globe

Technological
Environmental
& those related
to your
Sector/Industry
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RLT Findings: World Forces

Global/Country

Climate Change
Unpredictable weather, Increase
wildfire, insects, disease; Dryer —
water: quality, quantity, rights

Pandemic

Increased use of FS lands -
infrastructure; Workforce virtual,
mental emotional response, refocus
on hygiene/safety; Economy

Technology

Pace of change/immediacy; effect of
social platforms; virtual replacing real
experience; FS slow IT adoption threat
to relevance

Socio-economic shifts

Rural vs Urban split — in the US & in
SW Region

Politics

Broader swings in Administrations; Congress-
USDA transactional relationship: target (bd
ft, acres)

View & Role of Govt

Demand for real-time participation; input vs
decision-making; role shifting from expert to
convener/synthesizer

Public Perception

FS largely unknown to general public, except
wildfire suppression; specific “users”
expectations conflict; emerging demand for
access

Govt/FS External Perceptions | FS Internal Issues, Perceptions

Budget Changes

Decreasing dollars; shifts in accounting

Wildland Fire vs Land
Mngmt Org

Effects on multiple use mission by increasing
wildfire

FS Culture

Slow to adapt in a mission-centric way to
world change; no specific practice for this;
relationship to dynamic tensions



ldentity: Character, Values, Beliefs

* |dentity is the core of the Strategic Plan

* Specifically, aspects of Identity infuse the Vision, Beliefs & Mission —
making them unique to the planning entity

* E.g., “We envision a world where people breathe easy, see far, and nature
thrives” shows us what this planning entity cares about

* Some orgs choose to explicitly address Identity — some do not

* Clear & dominant themes emerged from the RLT - the Southwestern
Region has a definite & distinctive personality!
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Forest Service: This is Who We Are

 Values ... guide us, telling us what to consider.

* AS EMPLOYEES OF THE FOREST SERVICE, WE BELIEVE IN

* SERVICE. To each other. To the American people. To the planet.
INTERDEPENDENCE. Of all things. People and nature. Communities and
colleagues. The past, present, and future.

CONSERVATION. Protection when necessary. Preservation when appropriate.
Restoration, when needed, and wise management for multiple use and
enjoyment always.

DIVERSITY. People and cultures. Perspectives and ideas. Experiences and
ecosystems.

SAFETY. In every way: physical, psychological, and social.



RLT Findings: SW Region ldentity...for example

Values: (we value): Beliefs (we believe that):
* taking care of people e water is crucial for life
* ties to the land — historic & * science is a foundation for good
contemporary management
* innovation * trying new approaches brings
* relationship with our community benefits
« resilient landscapes * working with natural forces results

in better management

Qualities (we are characterized by):
ecological diversity — desert to alpine; long-standing & unique cultural character




Vision — Beliefs — Mission

* These three elements work in tandem

* The Vision is aspirational: speaks to our hearts & activates our
passion

* The Mission is operational: speaks to our head, telling us exactly what
is being done

* These two function well enough together — adding beliefs provides
additional clarity and ballast

 Beliefs serve to chain the lofty Vision statement to the mechanical
Mission, providing the basis for our chosen mission
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RLT Findings: Vision - Mission

Vision - concepts Mission — concepts (VERB!)
* Landscapes flourishing in their e Steward the lands
variety

* Engage the community

* Strong land-based communities . Raconcile multiple uses

* Vast open landscapes  Manage changing dynamics

e Qutstanding unique places

* Home to long-standing
traditions




Areas of Focus

* Focus Areas: the core “bins” of the Mission work

* Purpose: Provide greater specificity under the Mission

* These are not priorities: they together address ALL Mission work

* Priorities are addressed by Objectives under each of the Focus Areas

» Leadership sets mission priorities via Objectives & monitors progress
via Outcome Measures

 NOTE: the Focus Areas follow an “organizing principle” — we will get
to this later

e Connection between Focus Areas & the Three Rs...
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RLT Findings: Focus Areas (Mission)

* The closest thing to Focus Areas are the Region’s Three Rs: Relationships,
Restoration Recreation

* Understanding differs as to what these are/how they function
* Some treat them as values, others as goals, others as a prioritizing filter

* Concerns include:
» they’re too broad, not an adequate filter for prioritizing/funding
* they’re not broad enough — employees cannot find themselves in them

* they aren’t equal/well-balanced: Restoration far outweighs the other two, with
Recreation coming in last

* Positives: it’s good to have something simple to reference; they mostly
capture what the Region does; they endure

 We will return to this later in the week...




Program of Work

* Program of Work: activities to accomplish Mission goals & objectives
(under the Focus Areas)

* Purpose: Express the specific & current Mission initiatives & activities

* The POW is highly visible, oriented to funding & targets, involves a
substantial portion of the workforce

e Without the above elements of the Strategic Plan, the POW takes
over — and grows without direction

e With the above elements, the POW powers the Mission Objectives
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RLT Findings: Program of Work

* We will address this element of the Strategic Plan in a future meeting,
so do not need to delve into this now

* However, a question to keep in mind: Does the Region have its own
POW - or is the Region’s POW the Forests/Grasslands?

 We shall see...




Capacity

» Capacity Areas: the core “bins” of resources required for Mission delivery

e Purpose: Organize the standard areas of capacity work
* These are not priorities: they together address ALL CAPACITY work

* Priorities are addressed by Objectives under each Capacity Area

* Leadership sets capacity priorities via Objectives & monitors progress via Outcome
Measures

* The Capacity work is less visible, less often oriented to funding & targets,
but involves a substantial portion of the workforce

* Without visibility, Capacity work gets short shrift, only triggered by crisis
* With visibility, Capacity powers the POW
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Seven Areas of Capacity

People: those who do the work of the organization and the issues involved
(employees, contractors, partners, volunteers, etc.)

Money: the amount of and acquiring the funds needed to operate the
organization, and the allocation and accounting of such funds

Infrastructure/Facilities: the organization’s facilities, physical plant, roads, large-
scale equipment and their acquisition, maintenance and decommissioning

* Technology: the technological needs and operations of the organization

Image/Reputation: the public perception and awareness of the organization —
and the resulting reputation

Governance: the structure, communication flows, charters, policies, plans, org
charts etc. that define the system of governing, that is, making decisions

Knowledge: broad institutional knowledge; what the organization knows about
its work, its industry and the change it is trying to make



1% - Reputation
21% - Funding

6% - Knowledge

13% - Technology

18% - Governance
21% -
Communications

20% - Personnel
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Day 1 AM: Close

Thank you & see you at 8 am!



