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Abstract

Over recent years, territorial councils have had to adapt to changes in their operating
environment. Many of these changes have been brought about by legislative requirements,
namely the Local Government Amendment Act (1989) and the Resource Management Act
(1991). Other pressures include the increasing demands from central government to adopt
more market-driven philosophies and changing expectations of service provision from local

communities.

A small number of territorial authorities initiated strategic planning exercises in mid-1990.
These exercises involved staff, councillors and local communities in what appeared to be

relatively significant and distinctive processes, culminating in strategic documents.

This research aims to establish whether these strategic planning exercises will be useful to TAs
in their policy and decision-making processes. The research aim was influenced by a number
of factors including: the lack of any substantial practical guidance and TA experience in
strategic planning, the questionable nature of transferring private business sector experience to
local government and the viability of private sector strategic planning in the institutional

context of local government.

The principal research methods used were grounded on an investigation of theory related to
strategic planning, institutional context of local government, and the role of strategic planning.
These aspects of theory were translated into a review of practice of three TAs. Assessments
were made of TAs' institutional context, their approach to strategic planning, and their
perceived role of strategic planning. These results provided the means for assessing the
relationship between institutional context and the role of strategic planning. The research data
was collected by conducting interviews with management staff and councillors and reviewing

the strategic plans of four TAs

The key research findings provide mixed messages in offering a conclusion to the research aim
of establishing if strategic planning is useful to TAs in their decision-making. On one hand,
strategic planning used in broad role can be an extremely useful process for improving the
quality and implementation of policy decisions. However, to achieve benefits from a broader
role of strategic planning, it must be accompanied by a particular institutional context.
Adapting the institutional context to facilitate the use of strategic planning presents many
challenges, but also highlights many old problems within local government. Strategic planning

may simply provide a catalyst to find solutions to some of these old problems.
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Chapter One

Introduction

1.0 Setting the Scene

The aim of this thesis is to determine the role of strategic planning in the management of the
territorial authority environment and any necessary prerequisites for strategic planning to be
useful for policy and decision making. This issue has become increasingly important since the
1991 review by the Office for the Parliamentary Commissioner for the Environment (PCfE) on
Kapiti Coast District Council's (KCDC) environmental planning and management. The need to

plan strategically is seen as providing a basis for annual and district plans, and providing overall

direction to the organization’s activities!.

A combination of factors occurred in the local government? environment which added impetus to

the PCfE's recommendation to plan strategically:

. the legislative requirements of the RMA 1991 and the LGA 1974 and amendments provide

a framework for the application of strategic planning
. pressure for higher standards in environmental outcomes by the public and legislation.

The combined nature of these environmental changes requires a holistic approach to decision-
making and management. Strategic planning is a useful tool for focusing an organization on the

big picture.

The review of KCDC highlighted environmental problems such as: sewage pollution of
waterways, encroachment of urban subdivision on to flood-prone land and predicted water supply
problems. These focused the attention of PCfE on council practice deficiencies including
decision-making not considering long term impacts on levels of debt or environmental outcomes,

a lack of asset and infra-structural planning and poor channels of communication with the public.

1This compares with a report one year earlier for Gisbourne District Council (PCfE 1990), regarding systems and

processes for environmental management made no mention of strategic plans, only annual and corporate plans.

2 The definition of local government throughout this text refers to territorial authorities in New Zealand.



The review provided justification of why strategic planning will be useful for rectifying
organizational deficiencies and subsequently the management of environmental problems. The

review contains prescriptive guidance on what should be considered in a strategic plan.

Strategic planning is useful for two reasons:

1. In a political sense where, strategic planning is targeted to rectify the lack of strategic
thinking at a political level (PCfE, 1991, 11), and it helps to ensure that the values of the
community are embodied in council decision making, (PCfE, 1991, 11).

2. Inan operational sense:

"where the council’s policy making function is reflected in the outcome and
priorities established in a strategic plan: the goals, activity objectives (outputs)
and performance standards contained in its annual plan and the objectives,
policies, and rules contained in its district plan. In time one would expect to

find strong linkages between all documents." (PCfE, 1991, 9).

Prescriptive guidance can be gleaned from the PCfE review general discussion (PcfE, 1991, 9-
14). Strategic planning should:

. be politically focused by incorporating community values and the underpinning principles

of the RMA into council policy and operations
. provide consistency between plans (i.e. annual and district), policies and objectives

. be flexible in terms of review and maintaining operational significance

. consider the long term
. identify important issues and consider priorities
. be consultative by involving the community in identifying and prioritizing issues and in

"vision" setting.

An analysis of the territorial authority’s environment and the forces that shape that environment
provides possible clues as to why strategic planning is being adopted. The plans need to reflect
the role of territorial authority’s and principles of local administration. The research question and
objectives have been shaped around this wider view of the territorial authorities environment and
the place of strategic planning within it. The following section provides a definitive research
problem and associated research objectives centered on establishing the role of strategic planning

in ameliorating these issues.



1.1 Statement of Research Problem and Research Objectives

Research Problem

Is strategic planning useful to territorial authorities for policy and decision-making?

Objective One
Identify the key elements of strategic planning developed in the private business sector.

Question:

. What are the key theoretical elements of an approach to strategic planning?

Objective Two

Establish the role of strategic planning from theory, with reference to the institutional

context of local government.
Questions:
. What are the notable features of the institutional context of local government?

. What roles for strategic planning are identified in theory?

Objective Three

Assess the institutional context for each territorial council.

Objective Four

Assess the territorial authorities' approach to strategic planning against the theoretical

elements developed in objective one.

Questions:
. What are the essential elements of a territorial authority’s approach to strategic planning?
. Have adaptations occurred to strategic planning as a model to suit the purposes of a

territorial authority?




Objective Five

Assess the territorial authorities' perception of the role of strategic planning against the

theoretical elements identified in objective two.
Questions:

. What is perception of the role of strategic planning in both governance and management of

a territorial authority?

. What are the the potential benefits that can be gained by a territorial authority?

Objective Six

Establish and reconcile the relationship between the territorial authorities' institutional

context and the territorial authorities' perception of the role of strategic planning.
Question:

. What is the relationship between the role of strategic planning and the institutional context
that it is being applied within?

Having defined the research problem and objectives, the following section provides a discussion

on the use of substantive theory and research approach in answering the questions posed above.

1.2 Research Methods

The interrelationship between the research objectives, research process and methods and the
chapters is summarized in figure 1.1. The research focuses on six objectives to derive a final

conclusion that fulfils the research aim.

Objectives one and two are centered on identifying the relevant aspects of theory which is
investigated on three fronts: political theory, private business sector strategic planning theory and

the role of strategic planning in local government.

The research approach seeks to answer the ‘strategic prerequisites’ aspect of the research
problem in the following manner. Private sector strategic planning theory is used to provide a
benchmark with which to assess the territorial authorities' initiatives and to provide

recommendations on an ideal approach.

The research approach seeks to answer the ‘role of strategic planning’ aspect of the research
problem in the following manner. Political theory has been combined with theory surrounding the

expectations of strategic planning in local government. The intent of combining theory, is to
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assess the relationship between the political and decision-making contexts and the outcomes
expected from strategic planning. For example, the context may be more, or may be less

supportive to achieving expected outcomes under strategic planning.

The research methods used to fulfil objectives three to six were based on: the findings from the
literature review, a selection process for research participants, the use of interviews, analysis of

planning documents and processes for assessing and presenting the research results.

The selection process for research participants involved a pilot study identifying the strategic
initiative of territorial authorities across New Zealand. Four territorial authorities were selected:
Palmerston North City Council (PNCC), Waitakere City Council (WCC), Masterton District
Council (MDC) and North Shore City Council (NSCC). The respective names of the strategic
documents reviewed were: Palmerston North Draft Strategic Plan (1995), Waitakere City
Greenprint (1995), Toward Twenty Twenty — Strategic Plan Masterton District Council (1995),
and Directions 1995-2015 Strategic Plan North Shore City Council. Selection of these councils

was made on the basis of:

. a decreasing order of scale from a very large city council (population 155,500) through to

a smaller district council (population 22,900)
. difference in strategic approach between participants
. management staff and councillors' willingness to be involved in the research.

The participants within each TA were selected on the basis of providing a balance between the
perspectives of management staff and councillors. For each TA one senior manager (i.e.
generally the manager of strategic planning) and one councillor (i.e. generally the chairperson of
the planning standing committee) were interviewed. Key organizational members were selected to
gain insight on the role of strategic planning within each TA. In total, four officers, five

councillors and two majors were involved in the interview process.

The methods used to underpin the research approach include the combined use of directive
qualitative and quantitative data collation and analysis techniques. These techniques were
applied consistently to four councils studied. The qualitative component utilized semi structured
interviews and textural analysis of the four TAs' strategic documents. The quantitative
component utilized a textural analysis of the majority of New Zealand territorial authorities' most
recent annual and strategic plans. This particular analysis was used for selecting potential

participants in the research.
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The key method used to analyse the research data collected for the four case studies were case
dynamic matrices. The framework to which the case dynamic matrices have been applied was
determined by the research fit presented in Diagram 1.1. Four matrices were produced to record

the research data for the following research objectives:

. political context matrix
. strategic planning initiatives matrix
. adaptation of private sector model matrix

. perceived role of strategic planning matrix.

The matrices facilitate the assessment of three core sets of research results. These are: the
position of each case study on a political continuum, the position of each case study on a
continuum of strategic approach and the position of each council on a continuum of the perceived
role of strategic planning. Further detail on how the data was managed and scored is in Appendix
VL

Scoring the database involved this researcher's subjective judgement on the position of each TA
on each political and strategic approach continuum. This introduces the possibility of a variation
in the interpretation and treatment of criteria taken from the strategic plans. However, methods
used in this research attempt to minimise these problems and provide transparency as to the

derivation of results.

The quantitative methods used in the study provide an excellent means of translating a large
amount of qualitative data into a digestible and transparent format. However during the process
of conversion a degree of information loss occurred. For example, assumptions made on the
weightings assigned to the qualitative data could potentially mask or distort actual practice. To
reduce information loss all the information sources were assimilated in a concentrated session.
This was followed by the immediate recording of the findings against the research criteria
contained in the database.

Finally, the small number of case studies limits the degree of drawing conclusions for local
government as a whole. However, as the councils studied represent a crosssection of approaches
to strategic planning, there is no reason why their experiences cannot be transferable to other

territorial authorities.
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Figure 1.1 Research Methodology

Research Process and Methods Chapters

Objectives

Chapter One
Introduction

Chapter Two:
Institutional Context

Identify the key elements o f strategic planning Literature Review

as developed in the private business sector

Review of the institutional context of local
govemment

Chapter Threc:
Strategic Planning -

private business sector
theory

Review of strategic planning as carried out in
the private business sector

Establish the role of strategic planning with
reference to the institutional context within
which it is being applied

Identify the role of strategic planning in TA’s Chapter Four: The

Role of Strategic
Planning in TA’s

Research

Assess the political context for each TA

Assess the TA’s approach to strategic planning
against the key elements identified from theory

Assess the TA’s perceived role of strategic
planning

Establish the relationship between the TA’s
institutional context and the role of strategic
planning

TA strategic planning case study reviews:
review of TA annual plans, interviews with
councillors and senior management staff,
review of strategic plans. Mixture of qualitative
and quantitative methods used.

Chapter Five:
Presentation and
analysis of Research
Results

Is strategic planning useful to TA’s for policy
and decision making

Conclusion
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Chapter Two

Institutional Context of Local Government

2.0 Introduction

If strategic planning is to be applied to the arena of local government it is necessary to understand
the nature of the political environment within which it will be used. To determine the validity of
strategic planning as a decision making tool for both political executive and senior management,
requires prior knowledge of the influential political philosophies that may determine the success
of strategy application and realization. Political theory provides a foundation for understanding
the pressures and influences that will shape strategy. The review that follows gives local

government a political point of reference by defining:

. the central state and the possible relationships that can co-exist between central and local

states

. democracy as a guiding political philosophy for local government, highlighting the tensions
and tradeoffs

. the political role of local government and influences on this roles.

21 Defining the Modern State

The idea of the modern state was first constructed in Western Europe between the mid-sixteenth
and mid-seventeenth centuries (Dunn, 1992, 247). It provided a common structure for the
political core of a given society, incorporating all the rightful citizens of a given territory but
remained distinct in character from the people or the government or the lands (Dunn, 1992, 247).
The idea of the modern state was to deny that any given population had either the capacity or the
right to act together either independently or against the sovereign (Dunn, 1992, 247). Thomas
Hoddes was instrumental in originating the idea of the modern state to deny democratic claims to
rule or even take genuine political action, whether claims were advanced under secular or

religious inspiration (Dunn, 1992, 248). As Held puts it;

...the state became the burden individuals have to bear to secure their own
ends, it is also the basis upon which it is possible to safeguard their claims to

equal rights and liberties’ (Held, 1995, 145).
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The political climate that existed during this period was one that did not engage the adoption of
inalienable human rights, so the burden of state seemed an acceptable one Consequently political
movements organized around the concept of popular sovereignty developed. They thought in
terms of representative government within a nation state, bounded by a written constitution in

order to protect the rights of citizens against the state, (Dunn, 1992, 71).

Hampton (1991) raises two issues that direct the discussion towards considering the different

form of state that may exist.

First, there is the problem of how the state should be conceptualized. One tradition of political
philosophy supports an abstract concept where the state takes on the qualities of a tangible
object. Within this expression individuals achieve their being as part of a greater unity reflected in
some purpose of the state (Hampton, 1991, 236). This is embodied in such phrases as "in the

interests of the state."

In contrast, Greek political thinkers sometimes contrasted the authority of laws with that of the
demos (less trustworthy human agents) who held temporary dominance in a particular
community. They noted that there was something quite specific and simple about the continuity
and dependability of political life in a particular locality and that there was not anything
dramatically abstract about the nature of that political life (Dunn, 1992, 247).

Ralph Miliband builds on this view by suggesting 'the state' is not a “thing”, but stands for a
number of institutions which together constitute its reality and interacts as parts of what may be
called the state system (Hampton, 1991, 237). The state is not assumed to have interests over

and above the interests of citizens who comprise it.

The second problem of 'who controls the state’ becomes important when adopting Miliband's
argument that describes the state as a set of institutions. Three answers are considered, these
being; the constitutional approach, pluralist or liberal approach, and Marxist approach
(Hampton, 1991, 237, Held, 1995, 50).

The constitutional approach traditionally focuses on the basis of law, in terms of who has the
right to make and enforce a legal structure for the regulation of public and private life (Held,
1987, 55), That is, in the case of the English constitution the legal right of the Queen in
Parliament to make or unmake law. The matter of control is not seen to be problematic (Held,
1987, 56). There is an emphasis on institutional arrangements and formal electoral processes,
with the elected supporting a government within the framework of a constitution (Hampton, 1991,
237). For all practical purposes the Crown is the Government of the day and embodies the state.
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Constitutions define the proper forms and limits of state action, and its elaboration over time as a
set of doctrines and practices has been critical to the development of European liberalism: that

state intervention in citizens’ lives should be minimized (Held, 1995, 50).

The pluralist or liberal approach concentrates on political processes (Low, 1991, 83) that attempt

to uphold the values of freedom of choice, reason and tolerance in the face of tyranny and

absolutist3 systems, restrict the powers of state, and define a uniquely private sphere independent
of state action. (Held, 1987, 41, Hampton, 1991, 238) The building blocks of the liberal state
became constitutionalism, private property, the competitive market economy and the distinctively
patriarchal family (Pateman, 1975). Saunders (1981, 130) suggests three fundamental principles
underlie this pluralist theory.

L Independence - the state is independent of any one section of the population. Madison
wrote of the risk of representative rule in that it could develop into a powerful exploitative
faction. He considered a balance was required between under-representation "to guard
against the cabals of a few" and over representation "to risk the confusion of the
multitudes" (Held, 1987, 64).

2. Accountability - elected officials are accountable to the population as a whole.

3.  Value consensus - political power is exercised on the basis of a societal value consensus
and that power is widely distributed among different groups. Social diversity helps create
political fragmentation which prevents an excessive accumulation of power (Held, 1987,
64).

Dahl's views on dispersed inequalities of political resource such as; wealth, access to information,
social standing, and legitimacy of public office, are dispersed enough to ensure that no single
group in the community can secure a monopoly. The system is not anarchic for it operates within

a vague political consensus to which all major community groups subscribe.

Critics of pluralist theory claim that inequalities in power do exist in our society. Pluralist theory
exaggerates local autonomy by excluding important regional and national actors and it ignores the
potential abuse of power to prevent an issue from being politicized (Femia, 1975, 31). This
ability to influence is even more effective when power or political resource does not have to be

used at all.

3 Absolutism: the absorption of smaller and weaker political units into larger and stronger political structures.

Absolutist rulers claimed they alone held the legitimate right of decision over state affairs.
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Gramsci's concept of hegemony highlights this view, stating there is ability to,

shape, directly or indirectly, the cognitive and affective structures whereby men perceive

and evaluate problematic social reality' (Femia, 1975, 31).

The Marxist approach denies the basic premises of pluralism, and considers the basis of
particular forms of society in the nature of the economic production process (Hampton, 1991,
240). The dynamic of socio-political change arose in the class conflict between the owners of the
means of production and those they exploited. The state viewed its principle function as
reproducing capital and labour relations, that is, to allow the workers to retain a sufficient level
of their produce to reproduce the labour-power relations necessary for the system to continue
(Hampton, 1991, 244). The state becomes an expression of the interests of the dominant class in

any given society, namely the proletariat (Hampton, 1991,240, Held, 1995, 52).

Dunn (1992, 155) concedes that one of the principle factors leading to the discrediting of this
form of state was its neglect of meaningful democracy. As a result, all sorts of distortions of the
system arose; irresponsible officials, remote politicians, economic shortcomings and corruption,

legal abuse, human rights violations, and an inability to respond to popular grievances.
In summary the relationship the state has with the population is predetermined by:

. the constitutional building blocks of law that have been put in place, enforcing a legal

structure for the regulation of public and private life
. a written constitution that provides protection to citizens from the state

. some pluralist principles that ensure political process embodies the values of the individual

such as freedom of choice.

Underlying tensions exist in how the state is conceptualized, whether it takes on a 'life of its own'
with the citizens acting within its purpose, or is constituted by legal and institutional interactions
with the question of control becoming more complex. Marxism highlights the former with the
state regulating the conditions for capital accumulation, and pluralism the latter where the state
limits its involvement with the individual, relying on political process to diffuse power and free
market mechanisms to provide individual choice. Tensions exist within both theories, namely the

potential for class conflict and the dispersal of political resource or power.
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Given the variable elements that constitute a state and the tensions within, it is not a fixed entity

or totally predictable, so therefore the relationships between the state and other institutions will be

dynamic.

2.2 The Relationship of Central State and Local Government

Hampton (1991, 236) poses two basic theoretical questions that anchor a starting point within a

tradition rich in controversy and debate. These questions are:

4. What is the relationship of local government to the state?
3. In what respects can the concept of the 'local state' have meaning?

Considering the first question, local government is regarded within the constitutional approach as
a creature of parliament: created to discharge the policies of central government (Hampton, 1991,
238). Local government becomes an extension of the state arm, or an agent of the state. Local
authorities can do nothing without statutory authority. They have no general capacity to act in
the interests of their communities, being bound by the ultra vires principle (Butcher, 1990, 18).
This principle in effect allows central government - or any citizen - the right to intervene either to
prevent a local authority pursuing a policy for which it has no legal authority, or to insist that it

carry out a statutory duty (Hampton, 1991, 174).

However it is accepted by many that local government has an influence on the determination of
central policy and exercises some discretion in its local activities (Griffith, 1966, 17-18). Thus
the relationship is one of partnership between central and local government. Burns recognizes
that if the character of political innovation embraces liberal democratic principles or pluralist
approach, then local government becomes the site of political struggle and innovation. Dahl
(1961, 228) adds weight to this view by claiming that in a liberal state, political resources are
dispersed to a large number of competing groups ensuring no one group in a community can

secure a monopoly.

Dunleavy's critique of Dahl points out that inequalities in power do exist in our society, noting the
influences of regional and national actors on local politics (Dunleavy, 1980, 31) and the social

reality of Gramsci's concept of hegemony (Femia, 1975, 31).

Cockburn (1977, 2) follows a neo-Marxist argument suggesting that local government is hemmed
in or 'structurally determined by the power of corporations, financial and capital markets and

higher levels of government (Burns, Hambleton and Hoggett, 1994, 10). She denies the possibility
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of independent action by local government stating 'councils are unable to respond to any interests

but those of the ruling class'".

Duncan and Goodwin (1988, 34) point out that if the local state is always subject to the national

state then why does conflict arise between the two and what are the conditions for it4? They
recognize two contradictory social processes of local government, that of 'agent' and 'obstacle' to

the state, in contrast to Cockburn's 'one way agent' stance.

Some theorists recognize conditions where conflict occurs between national and local state as
'play within the structure of state’. The degree of 'play' determines the scope for local political
action and initiative. Cockburn believes that no system of democratic self-realization is left,

which suggests a disbelief in any substantial 'play within the state structure',

Cockburn goes on to cite public participation as the means of incorporating protest into the
strategies of state. There is evidence to support her view that elite perspective won out over
various local initiatives in the United Kingdom during the 60s and 70s, and participation served
to build consensus for those in power (Hampton, 1991, 242). Assuming that elitist perspective
can win out over local protest, a state/local government relationship that is aligned with capital or

market interests may be incompatible to local self-determination or autonomy.

In contrast some writers have suggested that capital and markets are always embedded in specific
social and political relations and that different localities have the potential or ability to create the
space for local political initiative (Burns, Hambleton and Hoggett, 1994, 12). Local governments

can also choose to ignore the space that may be available to them, accepting imposed boundaries

and not the external constraints>. However they also acknowledge that central government plays

a crucial role in shaping and delimiting that space.

The second question, 'what respects can the local state have meaning' can be approached from

the assumption that a 'partnership' relationship with central government embodying pluralist

4Cockburn (1977, 51) suggests that there are divisions within the dominant class and that the state is not tightly in
control of circumstance because it is continually having to cope with a changing balance of power: "Through capital
and the state structure the situation of struggle, they by no means always have the initiative.' Duncan and Goodwin
are suggesting that local government may consider itself to be in a situation where it can provide initiative where

the state can't or won', thus creating tension between the two.

5In some cases local government does not challenge unpopular central government mandates in the face of

widespread citizen protest, e.g. poll tax in the UK.
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principles such as the dispersal of power and the notion that 'play' within the state exists, would

enhance the value of local government to its community.

This value is derived from the normative literature that elected local government is valued and
that this value evolves from a local government’s ability to influence the autonomy or self-
determination of its community. It is claimed that the more active local bodies will promote the
interests of their areas and help strengthen the fabric of community (Hampton and Bowman,
1983, 71, Debnam, 1979, 311).

‘The idea of democracy derives its power and significance from the concept of
self determination: that is from the notion that members of a political
community should be able to choose freely the conditions of their own
association, and that their choices should constitute the ultimate legitimization

of the form and direction of their polity’ (Held, 1992, 145).

John Stuart Mill celebrated local government for its ability to enhance equality by providing
access to political office and political activity for wider groups of people than accommodated by
national politics. Hill (1974, 23) claims that local government is the prime element in democracy
and has an intrinsic value regardless of the functions it may carry out. Further consideration of
the principles of democracy and autonomy provides an understanding of local government
potential and actual role in the community and establishes why democratic theory should be

normative guidance to local government.

2.3 Modern Representative Democracy

‘Democracy is in essence a very simple idea: simple in its appeal and power, and simple, too,

in its severe and ineliminable limitations.’ (Dunn, 1992, v).

The power and appeal of democracy comes from the idea of autonomy - of choosing freely for
oneself, however much of the distrust and sense of disappointment in democracy is aimed at
human freedom itself (Dunn, 1992, vii). Dunn explains that although there is a degree of
apprehension associated with the freedom of any human being, communities must act on the
common need of how to act together more effectively. This is essential if communities are to face

and deal with obscure and complicated challenges.

The Athenians’ answer to, ‘why demos?’, was that it made freedom possible by enabling citizens
to live in freedom, to live as they individually and collectively chose. (Dunn, 1992, 256). The
Swiss philosopher Benjamin Constant stated that the liberty of the ancients rested on secure
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institutional guarantees of individual rights (Dunn, 1992, 243). Also 'isegoria’, the equal
entitlement to speak freely in public affairs is a principle brought forward into modern democracy
(Dunn, 1992, 8).

Dunn claims that Athenian demos offers no practical or plausible solution for organizing modern
states in a capitalist world economy. What has survived from the ancient democratic experience
is a diffuse and urgent hope: the hope that human life and the settings in which unfolds may come
to be a matter of committed personal choice and less a matter of forced compliance with

impersonal and external demands. (Dunn, 1992)

John Stuart Mill (1806-73) set the course for modern liberal democratic thought with the
inextricable links between individual liberty and equality through liberal democratic or
representative democracy (Held, 1987, 85). His thoughts generated a defense for many of the key

liberties associated with liberal democratic governments.

In his influential study, ‘On Liberty’ (1859), an important distinction between liberty and
independence is made (Held, 1987, 86). This distinction is highlighted where committed personal
choice requires the subject to act less according to his own pleasure and consequently being less

subject to the will and pleasure of others. Rousseau makes the point;

" Whoever is the master over others is not himself free and even to reign is to obey' (Keane,
1984, 255).

Mill was concerned with the need to establish the nature and limits to power, which can be
legitimately exercised by society over the individual, but recognized that some regulation in
individual lives is necessary. However, he qualified the need to politically or socially interfere
with individual liberty only when to act (or fail to act) concerns others, and then only when it
'harms' others. Ryan (1974) views Mill's principle as problematic because it is difficult to define

what constitutes 'harm to others'.
Dahl (1982, 138-139) asks the question;

' Is it possible for the citizens in a democratic society to conduct themselves in their public

affairs so that the interests of each are harmonious with the interests of all?’

He suggests it may be possible given the existence of a 'civic consciousness' which presupposes
an underlying commitment from individuals to a public or collective good. Cultivating this

underlying public spirit is a difficult task, with many solutions based on social, political or
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organizational structural change. Dahl points out that such structural change is loosely coupled
with 'civic consciousness’, and it appears for example, that neither capitalist nor socialist

economic structures have brought about the civic orientation their advocates hoped for.

Dahl also investigates the way in which civic orientations towards the public good are influenced
by the scale of political life. He claims that democratic pluralism becomes more problematic
given a larger more heterogeneous population and consequently civic orientations become
unlikely, perhaps impossible to develop. Theorists frequently ignore the difference of scale in
political life and apply what may be theoretically feasible in a small-scale democracy to a large
scale one (Dahl, 1982, 140). This widens the gap between political theory and practice when

considering proposals for solving democratic pluralism and deformations in civic consciousness.

Democratic pluralism is a universal problem in all modern democracy, where independent
organizations are highly desirable and at the same time their independence allows them to do
harm. Dahl (1982, 31-33) views the desirable aspects of organizational pluralism as: facilitating
the fulfillment of basic human needs such as: sociability-kinship, intimacy-birthplace, personal

integrity-occupation and: curbing hierarchy and domination by:

. making the costs of domination too high

. breaking down hierarchy through devolution and the autonomy of organizations from the
hierarchy
. providing a necessary prerequisite for the operation of large-scale democracy.

Dahl (1982, 31-33) considers some problems associated with democratic pluralism. The first
problem is that it can stabilize injustice; for example when organizations are not broadly inclusive
in their membership, conferring advantage on their leader and sometimes members. Pluralism
may also subvert civic consciousness by expressing and giving strength to particular interests and
associations which impede the expression of the general will. Dahl also expresses concern that
pluralism may alienate final control over the agenda. For example, representatives in modern
democratic countries find it extremely difficult to assert sufficient control over wayward sub-
systems. Finally, the unequal resources that allow an organization to stabilize injustice may also
enable them to exercise unequal influence in determining which alternatives are seriously

considered. This can distort the public agenda.

Dahl (1982, 6) lists five criteria that would satisfy an ideal theoretical democratic process, and

bear on the problem of democratic pluralism. These are:
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1. Equality in voting.

2. Effective participation allowing adequate and equal opportunities for expression of

preference to final outcomes.

3. Enlightened understanding allowing adequate and equal opportunity to arrive at a

judgement.

4.  Final control over agenda ensuring that the will of the demos isn't undermined by delegated

authority making decisions in a non-democratic manner.
- Inclusion, i.e. the demos ought to include all adults subject to its law, except transients.

Pennock (1979:207-209) outlines two sets of conditions that are necessary for the successful
formulation and survival of democratic regimes. The first being, the quality and characteristics
of the political elite and the higher levels of political activism. The second relates to the political
development toward democratic institutions, assisted, for example, by the development of a
strong sense of national unity. Pennock points out that along with these two principle conditions
exists a whole raft of other conditions that may precede the establishment of democracy. He
believes none of these conditions constitute a necessary and sufficient condition for democracy.
This highlights the complexity and uncertainty with conceiving the type and mix of conditions

essential for establishing and sustaining democracy.

Dunn (1992, 245) cites appeal and viability as two reasons for liberal democracies’ ideological
triumph; its appeal as an idea and its practical viability as a particular mix of economic, social
and political arrangements. Modern representative democracy conveys the belief of a safe
modern state, where anarchy is suppressed to allow a coherent system of political authority, but
insinuating appeals of the idea of popular self rule with the implicit notions of freedom of choice
and liberty. Dunn claims this fine balance of practical and illusionist elements has worked

effectively by securing three political goods:

1.  Moderate government and a system of rule that fetters government power (for example, a

bill of rights or a written constitution).
2. A modest measure of government responsibility providing collective security.

3. A reconciliation of the need for effective rule and political legitimacy with the requirements

of private ownership and market exchange at a domestic and international level.

David Hume states that the structure of property rights on which a market economy
fundamentally rests will inevitably clash with the natural workings of human sympathy (Hont and
Ignatieff, 1983). Writers such as David Hume, Adam Smith and Max Weber are effectively
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advocating the protection of the rich from the poor via monopolizing political legitimacy, with the
aim of securing collective benefits of private capital ownership and possibly a more stable or

manageable form of state (Dunn, 1992, 251).

This serves to highlight the disharmony between constitutional representative democracy and
capitalism. The protection of private property rights as a system secures the collective benefits of
freedom of choice, liberty and supposedly provides for human suffering and deprivation (Dunn,
1992, 251-252). Marx's conception of capitalism is that it does not adequately address socio-
economic inequality, and serves to strengthen the power of the elitists at the expense of the
freedom and liberty of non-elitists. Rousseau's conception of democracy is that the law and
policy must be based on the 'will of all' (Held, 1987, 172). Schumpeter (1976, 251) defends
competitive elitism or economic choice by attacking the idea of the common good. He claims that
in a modern economically differentiated and culturally diverse society, there are bound to be

different interpretations of the public good.

Dunn (1992, 254) claims that both representative democracy and capitalism are both in essence

offering the individual free choice. These choices are:

. political choice which governs the content and enforcement of public law with the aim of

achieving liberty and the collective good for the citizens concerned

. economic choice which takes the form of individual decisions with the implication that
virtually everything is for sale. Some goods of greatest importance are irretrievably public,

being supplied in a collective manner (for example through taxes).

The problem of making a choice between the two is that there is no account of: why capitalist
economies can be trusted to work in the long term interests of participants; and why public
decision making should be trusted to identify and secure the public goods required? (Dunn, 1992,
254)

Dunn suggests that a reconciliation between the two choices may never be possible and concedes
it is far from clear why representative democracy has had such striking success in providing
defence to economic choice. This has been perhaps at the expense of an imaginative, appealing
democracy.

The two questions highlight whether there is a need for an enlightened citizenry, that has the
ability to participate in political processes, or a politically disinterested citizenry concerned
mainly with political choice. Liberal theorists, such as Dahl, Madison and Schumpeter believe
that participation by the majority of citizens is unimportant; it may even be harmful to the
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preservation of individual rights and liberties and the limitation of the power of state (Martin and
Harper, 1988:53). They argue that an apathetic, disinterested populace is a positive virtue in a
democracy (Pateman, 1975, 7). The viability of the democratic process is best guaranteed when
only a minority of citizens actively participates in political decision-making (Martin and Harper,
1988, 53). Schumpeter maintains democracy is not concerned with the realization of ideals such
as justice, liberty, community or self government, but is merely an arrangement for reaching

political decisions (Pateman, 1975, 4).

In contrast, radical democratic theorists such as Barber, J.S. Mill and Pateman argue that a high
level of participation is essential for the establishment and maintenance of an authentic
democratic polity (Martin and Harper, 1988, 50). Barry (1973, 135) claims that a wider input
into public debate from the polity arguably results in better decision-making. He bases this
assertion on the potentially distinctive contribution that every individual has to make to the
formulation of public policy and the need for individuals to help discern, clarify and protect the
public interest. Radical democratic theorists also argue that there is a close relationship between
the political institutions of a society and the values and character of its citizens. Mill advocates
an essential requirement for good government is the promotion of the right kind of individual
character and this in turn is dependent on the right kind of political institutions (Pateman, 1975,
29, Kelman, 1987, 80-94)

A criticism often leveled at radical democracy is the difficulty in a large polity for all the people
to be deeply involved in politics (Martin and Harper, 1988, 52). The main answer, has been the

advocacy of strong, vigorous local government.

2.4 Devolution - a Role for Local Government

Democratic theory acknowledges that local government can, or does play an important role in

strengthening democratic process and practice. Autonomy and devolution® are key principles in
democratic theory and further consideration of these principles provides arguments for why and

how local government should be something other than an 'agent or partner of the state'.

6 Autonomy refers to the degree with which local government can act independently of central government.

Devolution or decentralization refers to the delegation of decision-making authority to lower levels of government

or community groups.
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Burns, Hambleton and Hogget (1994, 7) argue strongly for local government to be an 'agent for

the community', and establish this argument at two levels.

The first level considers the barriers to local government autonomy, namely structural
determinism and democratic pluralism. The writers argue that local government is not altogether
structurally determined, and play within the state does exist. Consequently local government
attention should focus on local polity if it wishes to foster a vigorous civic culture, and improve
the quality of life of its citizens. Councillors and officers must focus on improving the quality of

governance, as well as service delivery (Burns, Hambleton and Hogget, 1994, 30).

The second level calls for the devolution of local government powers and decentralization of

functions to the community. The principal reasons for decentralizing are to provide an alternative

to the market model, or economic choice” and to close the gap between the institutions of local
government and the people they are intended to serve (Burns, Hambleton and Hogget, 1994, 6).
Essentially the authors wish to balance individualistic, selfish modes of behaviour accentuated by

the market with collective concerns, or ‘civic consciousness’.

To intensify collective concerns and so bring about a viable alternative to the market model it is
argued there is a need to 'extend democracy' (Burns, Hambleton and Hogget, 1994, 22). The
extension of democracy can be achieved by directly involving the public in decision making or

decentralizing aspects of management to communities.

Empowering, or giving voice to members of the public by directly involving them in council
decision making. Figure 2.1 distinguishes four approaches to strengthen voice through
democratic processes (Burns, Hambleton and Hogget, 1994, 35).

7See Burns, Hambleton and Hogget (1994, 25) for a criticisms leveled at the competitive model as applied to local

government.
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Figure 2.1 Ways of strengthening voice in local government

1. Improving representative democracy:

voter registration drives, open government, citizens' rights at meetings, and better support to

councillors.

B

Extending representative democracy:

area committees of councillors based on wards or groups of wards strengthened community
boards.

3. Infusing representative democracy with participatory democracy:

co-option on to committees, neighbourhood committees of councillors and representatives

from community and disadvantaged groups.
4.  Extending participatory democracy

e.g. funding of non-statutory groups, community development, user-group participation,

valuing grass-roots movements.

Source: Burns, Hambleton and Hogget, 1994, 35

In each of the four approaches, participation is an important component for strengthening voice in
local government, however the nature of participation changes between the approaches. The
degree of citizen empowerment achieved from participation will increase the first to the fourth
approach. Arnstein’s ladder of participation (Burns,Hambleton and Hoggett, 1994, 157)
indicates the nature of participation; for example, the approach of 'extending participatory

democracy’ results in high degrees of citizen control.

Dencentralization focuses on the role of the corporate (management) section of council to extend
democracy. Burns, Hambleton and Hogget (1994, 111) provide four dimensions which councils

can pursue to replace traditional bureaucratic forms of organization with decentralized ones.
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Figure 2.2 Organizational Dimensions of Decentralization

1. Localization of service delivery

e.g. the spatial dispersal of productive operations, requiring the dismantling of control derived
from the hierarchy of offices.

2. Flexibility of roles within the organization
e.g. reversing the trend towards maximal specialization of jobs and functions.
3. Devolved management

Decentralization should impact upon strategic levels of management along with operations.

What is often seen is the decentralization of operations and the centralization of command.
4. Organizational and cultural change

e.g. a shift from regimented and over regulated regimes, to those that function on the principle
of freedom within boundaries. Managing the organization culture is important if staff are to
develop a degree of self-regulation.

Source: Burns, Hambleton and Hogget 1994, 111.

The approaches displayed in figures 2.1 and 2.2 are concerned with improving the quality of
governance, and the quality of local public service. These two tasks are closely linked because,
ultimately it is political voice that provides an important source of external pressure to influence
the public service the organization will provide (Burns, Hambleton and Hogget, 1994, 153). As
the degree of citizen empowerment increases through the various types of participation, so does
citizen control. Initially citizen control can occur over operational practices, leading to control
over expenditure decisions and finally over policy frameworks and strategic objectives for
specific services. Citizen control over operations and expenditure is inextricably linked to
devolved management, and occurs with the use of public goods, programs, and services.
Whereas control over strategy is directly linked to centralized control of the local authority itself
and possibly higher levels of government (Burns, Hambleton and Hogget, 1994, 159).

'Whoever controls strategy controls the script, because resources and operational practices
tend to flow from the former and not the other way round.’ (Burns, Hambleton and Hogget,
1994, 159).
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2.5 Role Shapers - Theories of Local Government Reform

A brief review of the motivating and theoretical forces behind central and local government
reform provides a good basis for understanding how the post-reform environment may have

precipitated a greater interest in the use of strategic planning within local government.

An International Perspective - The New Zealand reform process was derived in a decade when
the international political setting (especially in the United Kingdom and the United States of
America) was strongly influenced by neo-liberal thought, derived largely from Friedman and
Hayek (Chicago school) and reflecting Adam Smith's classical liberal thought of some 200 years

ago. This resurgence of a new-right political philosophy was vitalized by two factors.

The first factor was that state regulation and public sectors represented a serious obstacle to
integrated global capitalism (i.e. the post Fordism era) (Martin, 1993). Hence a combination of
conservative politics, liberal economics, and impetus from big capital interests brought about
changeThe second factor relates to the view that public/state ownership is intrinsically flawed

(Dunn, 1992, 254, Hendry, Johnson and Newton, 1993, 295). The main reasons for this view

are:

. profit is absent as a means for measuring efficiency

¥ despite the intentions, there is a failure to meet distribution goals

. waste and corruption occurs at public sector level

. there is a lack of longer term initiative necessary for successful enterprise

. general issues of poor management, attitude and culture which have evolved over time.

In New Zealand neo-liberal reform has promoted the quest for greater efficiency in the manner in
which government conducts its affairs and the type of activities it engages in. Regulation by the
market-place (compared to legislation) has been singled out by central government as an
extremely important factor in achieving these gains. Local government reform has to a large
extent paralleled the wider structural, organizational and management changes within New
Zealand's core public sector (e.g. commercialism, corporatisation, the contracting-out of services,
the decoupling of advisory, regulatory and delivery functions and new accountability

mechanisms). The major forces that have converged to set this reform process in motion were:

. fiscal imperatives
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. a general ideological shift to the right crossing party lines and the support of key political

ministers

. the quest for greater accountability of the bureaucracy and the political executive

. the strong influence of analytical frameworks on the policy advice given by departmental
officials based on an analytical framework grounded in public choice theory,
managerialism and the new economics of organizations, most notably agency theory and

transaction cost analysis (Boston, 1988, Hood, 1990, 205-214).

The significant philosophies underpinning these analytical frameworks are:

Public choice theory.
2. New public management.

Public choice theory, variously referred to as social choice theory, rational choice theory and the
economics of politics, has had an immense impact on political science, public policy, and public
administration during the past two decades (Mitchell, 1988, 101-119). McLean, (1988, 377-394)

notes, public choice theory has focused on four major themes:
. the problems of aggregating individual preferences
' studies of formal social choice, focusing particularly on the spatial theory of voting

. studies focusing on individuals as rational actors, seeking to explain how these actors

behave in various institutional settings with different incentive structures

. the analysis of collective action problems (i.e. individual interests produce sub-optimal

outcomes for the collectivity).

The central tenet of the public choice approach is that all human behaviour is dominated by self-
interest (Buchanan, 1978, 17). Individuals are utility maximizers. Hence, just as businesses
supposedly seek to maximize their profits, government officials supposedly maximize their
departmental budgets, while politicians seek to maximize their votes. This school of thought
leads to the general aims of minimizing the role of state, limiting the discretionary power of
politicians, reducing public monopolies, curbing the functions of government agencies, and
maximizing liberty. There is little doubt that public choice theory - with its emphasis on
curtailing budget-maximizing and producer capture - has influenced changes brought about by
reform, in particular the drive to decouple policy advice from policy implementation (Boston
1991, 10).
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New public management - Boston, Martin, Pallot and Walsh (1991, 9) summarize a set of
central features or 'doctrines' of new public management, or managerialism (Aucoin, 1990, 115-

137, Painter, 1988, 1-3, Yeatman, 1987, 341-353).
. an emphasis on management rather than policy, i.e. stressing management skills rather than
technical or professional skills

. a shift from using of input controls and bureaucratic procedures and rules to a reliance on

quantifiable output measures and performance targets

» the devolution of management control coupled with the development of new reporting,

monitoring, and accountability mechanisms

. separation of commercial and non-commercial functions and policy advice from policy

implementation

. a preference for private ownership, contracting out, and contestability in public service
provision

. the limitation of private sector practices such as the use of short term contracts, the

development of corporate plans, performance agreements and mission statements, the
development of management information systems and a greater concern for corporate

image (Burns, Hambleton and Hogget, 1994, 36)

. a stress on efficiency, and productivity gains through resource rationalization and the

application of technology.

Boston, Martin, Pallot and Walsh (1991, 11) note that new public management has found
expression in a variety of areas in local government. These include efforts to be more responsive
to their consumers; the application of private sector terminology and practices; the emphasis on
cost cutting and labour discipline; and the introduction of a new financial management system. It
is possible that new public management theory has influenced the adoption of strategic planning

in local government.

Theory challenged - Both public choice theory and new public management can be challenged
on a number of grounds (Barry, 1965, Dunleavy, 1990). First, the idea that competitive self-
interest dominates human nature and that normative considerations are virtually irrelevant is both
untrue and potentially damaging. Self-interest is a powerful motivation, but not the sole
motivation influencing human behaviour. In short, humans are more than mere economic beings,
but also political, cultural and moral beings, influenced by their beliefs, attitudes, aspirations, and
ethical standards (Boston, Martin, Pallot and Walsh, 1991, 13). Any theory which ignores the
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broader contextual factors, social relations and normative commitments is at best incomplete and

at worst misleading (Dore, 1983, 459-482; Sen, 1977, 317-344).

Secondly, public choice theory does not consider whether it is best to limit opportunism or to take
it for granted and organize institutional and monitoring arrangements ( Boston, 1988, 13). Hood

(1986, 10) suggests that opportunism is potentially encouraged by;

. the move away from tenure to short-term employment contracts,
. the introduction of performance related pay,
. the greater use of outside consultants,

. the exalted position of managers,

may change the ethos of public service employment and encourage narrow self interested
behaviour, thereby increasing agency costs. Hood indicates that institutional mechanisms can be
used to reduce opportunistic behaviour, such as: encouraging staff to take a longer-term

perspective of careers, and cultivating a corporate culture of enterprise and solidarity.

Thirdly, the general predictive power of public choice theory has been found wanting in many
areas of social and political life (Bendor and Moe, 1985, 755-774, Boyne, 1987, 79-104, Self,
1989, 23-35, Dunleavy, 1986, 13-34). Boston points out that studies such as 'Niskanens budget

maximization hypothekfiis'8 have received little empirical support and that there is a need for
theories to take into account a wider range of considerations, particularly the importance of ideas

and values, in explaining human behaviour and policy choices.

For example; by abandoning the assumption that politicians, bureaucrats and voters are entirely
self-interested, removes the problem of 'capture’ from centre stage. The efforts to immunize the
political system against vested interests, (i.e. by decoupling policy-making and policy-
implementation and an emphasis on transparency and contestability) should be directed towards
ensuring that the decision-making arrangements are open and fair. The separation of policy-
making and policy-implementation does not always facilitate acceptable policy outcome, nor does
it deal with all forms of capture in the bureaucratic context (Boston, Martin, Pallot and Walsh,
1991, 260).

New public management has been the subject of a growing number of rebuttals. It can be argued
that there are tensions between the various strands of thought that comprise the new public

8Bureaucrats are only interested in maximizing the size of their departmental budgets.
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management (Boston, Martin, Pallot and Walsh, 1991, 20). Hood (1990, 212) notes that the
managerialist tradition entails a degree of centralized control, whereas public choice theory puts a
strong emphasis on devolution and decentralization. Public choice theorists also claim that
responsiveness to customers and clients can be a thin disguise for capture by sectional interest
groups. Aucoin (1990, 126) observes the differing perspectives of the bureaucratic problem,
whereby managerialism essentially aspires to remove central controls over management and
public choice theory works towards reasserting executive power over a dominant and independent

bureaucracy.

Finally, managerialists assume that the principles of private sector management can and ought to
be applied to the public sector, even in the face of crucial differences between the sectors (Gunn,
1988; Lane, 1988). Boston, Martin, Pallot and Walsh (1991,21) notes that these differences have
critical implications to the management of local government and the exercise of public power. He
also adds that it is wrong to assume private sector practices are better than those of the public
sector, arguing that the public sector should not model itself on the private sector practices but
rather develop its own distinctive governance structures, employment arrangements, and
monitoring procedures. If this development does not occur, new public management runs the risk

of generating policy proposals that are politically insensitive, and possibly unacceptable.

In summary - local government has been immersed in an environment of reform that is
underpinned by some significant philosophies. While the classic tensions summarized in figure
2.3 maybe more obvious to local govermnent' decision-makers, the analytical frameworks

underlying reform are perhaps less obvious.

The analytical frameworks discussed above present a set of conflicting signals that may influence
the derivation, execution and outcomes of local government policy initiatives. If individual
councils wish to pursue deliberate policy directions, it is essential that they interpret how
analytical frameworks such as public choice theory and new public management conspire to

shape the outcomes of their policy directives. For example:

. The introduction of efficient private sector management practices is not always suitable in
the local government environment. They cannot always deliver politically acceptable
outcomes or policy. The introduction of strategic planning falls into this category where

adaptation of a private sector tool to fit a local government environment may be necessary.
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. New public management fosters a strong centralized core of management, as opposed to
the devolvement of power espoused by public choice theory. It is possible that a strategic

planning process could be used to support centralized and/or devolved power.

. Policy advice and implementation being strongly linked rather than separate as advocated
by public choice theory. What effect does this have on integrating strategic policy through

to implementation?

Figure 2.3 Elements of the Tension between Collective Good and Economic Choice

Social or Collective Good Individual Liberty (Economic
Choice)
Arguments for * Local govt. has mis-managed * Private commercial sector
Reform public capital interests - leading manages capital more efficiently
to inefficiency, loss of potential through market mechanisms.

wealth within the economy.
* Economic gains to economy

* Organizational Paternalism
* Accountability mechanisms

* Bureaucratic problems -

5 ; * Introduction of private sector
irresponsive - remote.

management principles.
Tensions of * Democratic pluralism is not * A focus on economic voice
Reform maintained through loss of strengthens individual liberty

political voice
» Efficient allocation of capital

* Little collective influence over through market mechanisms —
the management of capital - aggregate of individual exit &
market externalities & failure. entry decisions.

2.6 Conclusion

Strategic planning has been deployed since the 1960s within the private (commercial) sector,
where political ambiguity and the concept of democratic voice do not command the same
observance. Thus, the success of its application to the local government sector will be fettered by

how it is adapted for use within a complex political and organizational environment. Gaining
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acceptance and ownership of a strategic plan and processes could make development and

implementation a more difficult task within the local government environment?.

The theories of state discussed above lay a foundation of political thought that has broad
implications for the power-relations that exist between the state and local government. These
relations subsequently influence the types of political thought and action practiced at a local level.
A combination of constitutional and liberal political theory provides a rough guide as to the
essential elements required to attain balance within these power relations. However, there is a
clear warning of the complex problems inherent with democratic pluralism, emphasizing that

power relations are never totally static.

The problems of pluralism highlight the critical importance of power relations between central
and local government. The site and control of power largely determines the role that local
government undertakes for its local community. Theorists are split in their arguments over
whether local government has any significant power to influence citizen well-being to any notable
degree. For example, the continuum in diagram 2.4 indicates two extreme positions in the level
of autonomy local government can have from central government. Moving to the far left of the
continuum places local government in the position of having no autonomy. Essentially, local
government becomes 'structurally determined' by the laws and policies set by central government,

and becomes an appendage of the state or, "agent of the state".

Moving across to the right of the continuum supports the notion that degrees of autonomy do
exist for local government due to the existence of 'play within the state', demonstrated by the
conflict that occurs between central and local government. The relationship of local government

with central government tends towards 'partnership'.

At the far right of the continuum central government has transferred much of its power to local
government, providing a high degree of autonomy. In this position local government becomes an
‘agent of the community’, and has 'extended’ participatory democracy in order to strengthen local

voice.

All three scenarios have theoretical and less certain practical consequences for the democratic
process, and to a lesser extent for the operation of the free market economy. The specific

pressures and tensions that exist between the different types of democratic process, and between

9This is discussed in more detail in chapter three.
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democracy and capitalism itself, will vary at the local level in accordance with the position local

government assumes on the continuum in figure 2.4.

In New Zealand, local government has been cited as being an 'agent or partner of state' (Hampton
and Bowman, 1983,68) thus the influence of central edict (i.e. reform philosophies) impacts
significantly on the role of local government. As a consequence reform has pushed a neo-liberal
ideology down to local government, leaving them to either embrace this ideology, or, partially
accept it by meeting only the ‘bare bones' of legislative requirements and continue to focus on
contrasting local initiatives. As already discussed, the effects of reform on local government
democratic processes could be significant. Empowerment of citizens is more likely to be achieved
from individual economic voice if market and liberal philosophy has been adopted. This creates a
tension with political voice, where local government wishes to maintain or foster an active role

for citizens in defining public good.

In terms of strategic planning, the question can be raised of whether it is being used as a
management tool to secure more efficient outcomes and strengthen economic choice, or is it being
used to empower citizens and local government by extending participatory democracy and
thereby strengthening the ability to define and maintain public good? Or, is strategic planning

being used to serve both purposes?
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Figure 2.4 A Continuum Of Political Approach - For Local Government

Less Local Government More
Autonomy Autonomy

AGENT OF
STATE

AGENT FOR THE
COMMUNITY

New Public
Management

Extend
Democracy

Market
Philosophy

| Accountability
Power to the individual to ) . Extension of local democracy
. Separation of policy -
exit the market . -
making & implementation Centralized management *  Participation
Retrenchment to core a 2
i Decentralize management Introduces private *  Consultation
services
meion *  Political voice
Local government
enabling not providing Is about efficiency, Replace old bureaucratic
i-e- !he m]e iS o l'eSPODSlVEDESS, mage, palemalism
encourage a diversity of i
& i performance Wary of market models with
interests and alternatives,
s regard to market models
with elements of
competition between Chistomer Poenged Consider historical precedence in
different providers. working towards new models.
Philosophies of Reform

State Edict Influence of locality

Mandate Political voice

Economic Voice

Strategic Planning

Strategic Planning - a tool for Strategic planning - a mechanism to

management e Shifting balance ~|«f=jp{enhance political voice

Participatiory models - citizen feedback
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Chapter Three

Strategic Planning — private business sector theory

3.0 Introduction

The focus of this chapter is on identifying from strategic theory, the common elements necessary

to develop a strategic framework!0. This theory evolved from a private (commercial) sector
perspective and practice, so there are questions as to its applicability within the local government
environment. This question of applicability is avoided by considering strategic planning in
isolation of the political and administrative environment of local government. The problems and
constraints that may be encountered from applying private sector strategic planning are dealt with
in the subsequent chapters.

31 Strategic Planning Theory

Ansoff (1969, 11) recognized that, since the early 1950s business managers had become
increasingly concerned with finding rational and forward-looking ways of adjusting to and
exploiting the increasing variability and unpredictability of the business environment. A range of
management techniques and systems developed as a result, based on an elevated understanding of
the relationship between business and the environment. This problem of relating business needs
to environmental fit and coping with uncertainty became incfeasingly referred to as the strategic
problem of the firm (Ansoff, 1969, 11).

In many ways strategic decisions can be considered the basic determinants of success for a firm.
For example, if a firm’s products are directed at an inappropriate market, or resources committed
increasingly to a market which turns out to be in decline, then even the best organization structure
and operational expertise may fail to achieve a desirable end (Ansoff, 1969, 15). Thus, the
ability to think strategically and to translate that thinking into management decisions, particularly

10Definition of terms:

Strategy - encapsulates vision, mission and goals

Strategic planning - determining the means of what, where and when.

Strategic decisions - investment decisions, resource deployment (structure of assets)

Strategic management - short term tactical decisions in areas of discretion with reference to strategy.
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investment decisions, while reducing future uncertainty are important competencies that
organizations must embody. Before such competencies can be deliberately developed a firm must
be familiar with the concept of strategy, and the nature of competence required to yield effective

Strategy.

One early definition of strategy was provided by the American business historian Alfred D.
Chandler (1962) as follows:

... (strategy) is the determination of the basic long term goals and objectives
of an enterprise, and the adoption of courses of action and the allocation of the

resources necessary for carrying out those goals.'

Chandler subscribes to the view that strategy is as much about defining goals and objectives as it
is about providing the means for achieving them. The overall purpose of strategy is to guide and
direct the inception, growth and change of organizations as they conduct their activities. A
clearly articulated, accurate and understood strategy is at the hub of most successful commercial
and public activities, where clarity of purpose is essential to success (Pettinger, 1994, 125).
Specifically, the need for strategy is based upon the overall requirement to manage resources
effectively and efficiently. There is also growing realization among those responsible for
directing organizations that these resources must be coordinated and controlled towards agreed

policy objectives (Pettinger, 1994, 125).

Johnson and Scholes (1988) define strategy as concerned with:

. the scope of an organization’s activities

* the matching of an organization’s activities to its environment and to its resource capability
. the allocation and reallocation of major organizational resources

. the values, expectations and goals of those influencing strategy

. the long term direction of the organization

. implications for change throughout the organization.

Strategic management may then be defined as

' the process of making and implementing strategic decisions '(Bowman and Asch, 1987).
Ansoff and McDonnell (1990) differ from Chandler's early formula by separating goal setting

(concerned with ends), from strategy (concerned with means). They provide the following

definition of strategic management as:

39



... a systematic approach for managing strategic change which consisis of the

following:
1. Positioning of the organization through strategy and capability planning.
2. Real time strategic response through issue management.
3. Systematic management of resistance during strategic implementation.’

Unlike some of the earlier texts, this definition favours an adaptive approach to strategic
management where watching the process in operation and making appropriate changes is
essential. The first point relates to how the organization coordinates its resource commitment
within the search for opportunities. Ansoff (1969, 22) notes that an influential factor in
determining the scope of search is the affinity (or synergy) between search areas and the present
position of the firm. The second and third points relate to the importance of reconciling the short
term with a strategic approach. Thus, strategic management is about making short-term
responses that encompass operational activities of an organization, as well as preparing for the
future (Cole, 1994, 2).

Cole (1994, 2-3) defines strategic management as:

\..a process, directed by top management, to determine the fundamental aims
or goals of the organization, and ensure a range of decisions which will allow
for the achievement of those aims or goals in the long term, whilst providing

for adaptive responses in the shorter term.’

He justifies his definition by recognizing that planning approaches provide the necessary
discipline and components that are useful for providing frameworks for strategic thinking and act
as springboards for addressing the problems of managing strategy within the external

environment of an organization.

Cole underpins this definition with a rational planning view of strategy based on a simple
strategic management cycle. Even though there is criticism of rational strategic planning
frameworks, Johnson and Scholes (1993) acknowledge a range of benefits, following their

critique of rational planning.

"..however, the discipline and components of planning approaches can be
useful because they provide a framework for strategic thinking: and if

managers also address the problems of managing strategy within the social,
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cultural and political world of organizations, then such thinking can be very

helpful.’
Figure 3.1 Strategic Management Cycle
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In summary - a common set of elements flow through this introduction to strategy, as do a

number of differences and tensions. The common elements are:

. strategy iS a necessary competence in the pursuit of success

. strategy incorporates longer-term perspective into today’s decision-making

L strategy is focused on the organization resources in terms of allocation and capability

. strategy is a dynamic reaction to the external environment, therefore requires a

management effort that incorporates change and is adaptive.

. a strategic framework imposes disciplines of thoughtfulness and consistency on business

management.

However, a strategic planning approach to management differs from shorter-term variants and

may create a new set of tension. The differences and tensions are:

. time frames - the reconciliation of short-term operational expedience with longer term

aspirations
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. goals versus actions (or implementation) - does an organization have the means of
achieving set goals, and when do those goals become unrealistic? For example Prahalad
suggests an organization can leverage its resources in order to achieve the seemingly
unachievable. On the other hand, over-stretching or unrealistic goals can lead to

misallocation of resources, jeopardizing the future of a business

. strategy has been captured by and is part of the rational planning model, which is
incremental in nature, may constrain thinking, and, while it may obscure significant

directional shifts in the external environment, it may also limit innovation.

3.2 A Framework for Strategic Planning

From the above review of strategy, strategic planning and management, the concept of a strategic
framework can be extracted. Due to the number of approaches available for developing strategy,
and the range of perspectives promulgated in the name of strategy, even strategic frameworks

may differ. However, in a general sense each includes these essential components:

balance between rational and intuitive approaches
. consideration of the long-term

. alignment with a core set of skills and or assets

. acknowledgement of change

. identifying and incorporating strategic issues

. vision.

Strategy - A Matter of Balance - The tensions existing within strategy suggest the need for a
strategic framework that employs a balanced perspective, thereby ameliorating the effects of
polarized approaches. Mintzberg (1991) sees strategy as containing a set of five interrelated
factors - the five Ps, which he sees as necessary for balanced planning. This balance is provided
by a combination of plans, ploys, positions, patterns, and perspective. The first three provide

structure and the mechanisms necessary for a rational-logical planning approach to strategy.

As Cole (1994, 5) puts it - 'as in many other areas of life, good planning comes down to a
question of balance’. Mintzberg (1991) provides this balance within patterns and perspective,
where the softer intuitive and visionary approaches are incorporated, thus allowing more scope
for management to optimize strategy and avoiding the worst constraint of a rationale analytical

approach to strategic planning. Mintzberg's strategy elements are also linked to strategic change
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(discussed below), where plans and ploys are seen as deliberate strategies, while patterns are seen

as emergent strategies.

Johnson and Scholes (1993) categorize a number of different views of strategy, which support
Mintzberg's view that balance is required to achieve successful strategy. They range from a
logical incremental approach in which strategy comes about through highly systematized and
evolutionary forms of planning, through to cultural and visionary views based on the beliefs,

experiences and assumptions of individuals and groups within an organization.

In summary, the level of balance between functional or analytical approaches compared with
behavioral or intuitive approaches, is an important characteristic of a strategic framework. A

view of strategy that solely focuses on one approach has shortcomings in its ability to cope with:

. uncertainty and opportunism in the case of the rational approach

. providing management with instructive techniques for strategy formulation in the case of

the intuitive approaches.

The Long Term perspective: - Hussey (1982, 41) views change of any type is anathema to most
human beings. There is comfort and a feeling of security in following the time worn and well-
known route (Festinger, 1957). One might almost define a natural law of human inertia, which
can only be overcome by the restlessness and creative urge possessed by people of vision.
Looking to the future satisfies three conditions: First, it warms people to the concept of change,
reducing resistance to when and if it actually arrives. Second, it provides a vehicle with which to
attain vision when encapsulated within a strategic framework (Hay 1990, 75-76). Third, it
facilitates the incorporation of future events into today's decision-making arena, thereby
moderating the effect of change on people by capitalizing on opportunities and mitigating or

avoiding threats (Steiner, 1963, 11).

Hussey claims that there can be only one justification for the introduction of strategic planning
incorporating a long-range perspective into an organization - a belief that it can lead to improved
results, which can be equated to increased profit, or providing service at lower costs (Hussey,
1982, 10). He goes on to suggest that unless there is a strong belief in the ability of a longer-term

perspective to help improve results, strategic planning should not be introduced.

Two research studies undertaken by The Stanford Research Institute, and P. Irving (Hussey,
1982, 11-15), as to why certain companies achieved substantially higher growth rates, identified

amongst other factors that a longer term planning perspective:
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. narrows uncertainty and off sets extreme risk
. provokes a thought process highlighting strengths and weaknesses

. allows for smoother and quicker changes in direction, especially where sizeable

investments and lead-times are concerned.

Bryson (1993, 16) identified some specific benefits that a longer-term perspective brings when
used within a strategic planning framework. In particular, he makes the point that a longer term
planning perspective makes today’s decisions in the light of future consequences. This has the
effect of reducing risk, increasing certainty, and assisting in political appeasement by helping

decision makers to justify policy.

The reduction of risk is a theme common to the combined thoughts of Bryson and Einsweiler
(1988), and Denning and Lehr (1971). Pettinger (1994, 133-134) develops this further by linking
the accurate and timely assessment of risk to the recognition and appraisal of a range of potential
outcomes, that have varying degrees of acceptability to decision makers. This does not mean that

risks are not taken, but rather that informed judgements are made allowing:

. a truer range of outcomes to be assessed

. more accurate contingency plans can be drawn up

. any future matters arising from issues in hand can be dealt with from a position of relative
strength and certainty. -

Hussey (1982, 39-41) takes a broader perspective by recognizing that it is the company's
changing external environment that shapes these events (or outcomes). He believes that it is
essential for the company to relate itself to its environment and to identify in advance the threats
and opportunities (or levels of risk) which environmental change brings. The thought processes
that highlight internal strengths and weaknesses are strongly influenced, by these external threats
and opportunities and the level of risk is represented by the possible consequence of a measured
response or non-response. Hussey believes subjecting an organization to a process of longer term

planning is the only satisfactory way of negating risk in a dynamic environment.

Eden (1993, 118) describes a conceptual framework that is also founded upon the notion that
strategy development is about discovering how to manage and control the future. However he
differs from other theorists with his focus on capturing the experience and wisdom of
organizational members and how they believe an attractive vision of the future can be attained.
Pettinger (1994) touches on this when he acknowledges that there is a role for management



intuition when gauging possible outcomes and that value sets and experience are built into

assessing paths of action.

Strategic thinking is thus concerned with identifying how to intervene in the tendency towards
incrementalism in the organization and its relationship with the environment. The information
generated is the outcome of managers thinking about the future, a process that involves creating
new perceptions about the relationship between the organization and the environment (Hendry,
Johnson and Newton, 1993, 118).

Core Competency and Organizational Alignment - Theorists and business managers recognize
that companies each have a distinctive skill set, knowledge and asset base that has been shaped by
their individual histories. Along with these assets and skills an organization has an image and
identity that provides position, status and prominence in the sphere in which it operates
(Pettinger, 1994, 132). Peters and Waterman (1982) simply view the main part of an
organization’s activity as 'sticking to the knitting'. However, accurately identifying what the
‘kmitting’ is may not be straightforward. Core business can translate into a public sector -
equivalent 'core service'. In either case, the central task requirements are identified, with a

common understanding of what these are and an agreeable commitment to them (Pettinger, 1994,
133),

Prahalad and Hamel (1990, 79-91), in considering how companies that came late to global
competition, have overcome scale, skill and other resource disadvantages, identified that they
focused their resource commitments on core competencies. In this way they accelerated learning
in areas that could be applied across competitive arenas. This allowed them to leverage their
resources and to build competitive advantages. Many of these companies effectively relied on
alliances, partnerships and other forms of collaboration to access or to acquire competencies they
did not have, and to do it faster and with fewer resources (Hamel, Doz and Prahalad, 1989, 133-

139, Hamel, 1991, 83-103).

Bryson (1993, 11-16) recognizes that for an organization to achieve a desired state requires the
implementation of strategies that are the product of evaluating a blend of external environmental
factors, and internal core competencies. An organization’s internal strengths and weaknesses are
influenced to a large degree by the ability of its members (through their skill, knowledge and
present strategy) to achieve desired outcomes within the external environment. Included among
this skill and knowledge set is the ability to, capitalize on opportunities that can increase an

organization’s success in a turbulent environment and control the external environment in order to
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reduce unccr'caintyl 1(Hay, 1990, 384). An organization must decide what skills and assets it
wishes to maintain to secure a position of strength, while still preserving the ability to maintain
levels of profit or service provision and the ability to seize opportunities as they arise (Hay, 1990,
51).

There is a critical relationship between organization type (i.e. structure, shared values, style),
and the core activities undertaken (Pettinger, 1994, 132, Hay, 1990, 381). Hay (1990, 383) in
particular discusses the impact of mechanistic and organic organizational culture on strategy
implementation, and the subsequent influence on core activities. Pfeiffer and Salancik (1974,
135-151) view mechanistic cultures as being effective when environments are less dynamic and
complex, and levels of certainty are greater (Hay, 1990, 384). Porter, Lawler and Hackman
(1975, 8) discuss the characteristics of a mechanistic culture, which gives valuable insight into
the potential influence on the alignment of core activities (Hay, 1990, 384). Some of these

characteristics are:
o economic - greater stability leads to longer term financial plans, with a strong focus on
deployment to capital projects

. people - lower skill levels, less training, strong hierarchy of authority, with vertical lines of

communication

. knowledge - technologies are not rapidly changing therefore low requirements for new

information.
Organic culture is considered to be more suited to a dynamic environment where there is a great
deal of uncertainty (Hay, 1990, 383-84). Some of these characteristics are:
. economic - greater investment in skill and knowledge; use of contingency budgeting

. people - greater degrees of participation and cohesive working groups; flatter organization
structure with a network structure of control, authority and communication; lateral and

vertical communication;

. knowledge - introduction of irregular and unplanned technologies; authority is based on

knowledge i.e. the communication of advice rather than orders.

1 most cases it is not possible to predict the future with a high degree of certainty, therefore the goal of trying to

control an external environment that is subject to unforeseen change is questionable.
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The views, philosophies and values held by senior decision-makers also play a part in the process
of organizational alignment and the core activities undertaken. Hussey (1982, 43) talks of the
harnessing of individual creativity and specific company objectives that is necessary to foster
innovation. This in turn provides the crucial function, which enables an organization to capitalize

on opportunity in a turbulent environment.

To summarize, figure 3.2 ties together the notion that the core competency of an organization
provides an important component in seeking and utilizing opportunities in the external
environment. Through identifying opportunities the organization strengthens its position relative
to its competitors, with the spin-offs of reduced risk and greater profitability. The organization
can react to its external environment in three collateral ways. It can align its internal resources to
some new designation of core competency; form external alliances to strengthen or expand upon

its core competency; and finally use both of these factors to control or adapt its external

environment,
Figure 3.2 The significance and use of Core Competency
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Strategic change - Tichy (1983) sees strategic change mainly in terms of a major intervention
by senior management to overcome organizational inertia and accomplish radical change.
External consultants and behavioral science techniques are often used. Pettigrew (1985) takes a
wider view and uses both political and cultural perspectives to describe decision processes in
which managers bargain and compromise their way to unpredictable outcomes. Mintzberg and

Waters (1985, 257-272) draw a useful distinction between deliberate and emergent approaches
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and utilize the idea of intentionally distinguishing between planned and emergent events, the latter
being those imposed perhaps by external environmental forces, for example the influence of

global investment patterns on localized levels of disposable income.
Lindblom (1959) developed the idea that strategic change is incremental. He noted that:

'Policy is not made once and for all; it is made and remade endlessly...Policy making is a

process of successive approximation...It is at best a very rough process.'

Incrementalism was then further developed by Quinn (1980, 56) who gave it a strategic
management perspective by suggesting that senior managers proceed 'flexibly and experimentally
from broad concepts to specific commitments, making the latter as concrete as possible.’
Strategic change is seen as a cautious step-by-step process, that is logical incrementalism. This
represents a classical rational model that generally leads to conservative and predictable
outcomes, and the potential to build away from trends. Quinn's view that strategies emerge in a
continuous incremental and hence additive fashion is contradicted by others. A number of writers
(Greiner, 1972, 37-46; Miller and Friesen, 1980, 591-614) have developed some form of
punctuated equilibrium model involving periods of relative stability or convergence which for one

reason or another leads to revolutionary change (Festinger, 1957).

Strategic issues - Strategic issues represent components of the larger strategic planning process.

Ansoff (1980, 131-148) focuses attention on the recognition and resolution of strategic issues.

"...forthcoming developments, either inside or outside the organization, which are likely to have

an important impact on the ability of the enterprise to meet its objectives.'

Eden, (1993, 117) states that identifying major strategic issues facing an organization is implicit
within strategy development. Nutt and Backoff (Bryson and Einsweiler, 1988, 9) claim that an
issue becomes of strategic importance when it affects an organization’s ability to adapt to future
change. Adaptation that is achieved by the matching of organizational capability to the demands
of the external environment. This implies that a problem or difficulty encountered by an
organization becomes a strategic issue if it is involved in the organization’s relationship with its

external environment.

McGill (Bryson, 1993, 37) links the importance of identifying strategic issues to performance.
Bryson and Roering's definition of strategic issues supports this link;
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.. fundamental policy choices affecting the organization's mandates, mission, or product and

service level, financing, organization, or management’.'

Finally, the identification of issues is a crucial component in the strategy formulation process, in
which an organization must make certain strategic choices or decisions based on the specific
dynamics of the external environment. These choices are made in the light of the organization’s
goals and aims and the evaluation of its external and internal environments (Cole, 1994, 79).
Bryson and Einsweiler (1988, 9) build on this by suggesting that organizations must explore the
links that exist between strategic issues, goals and visions if they wish to influence their

positioning in the future.

Strategy Process - 'Non-Rationale’ Versus Rational Approach - The early definitions of

strategy in the 1960s (e.g. Chandler, 1962; Cannon, 1968; Ansoff, 1969) promoted an all-

pervasive scientific and rational approachlz, with a focus on process formulation and
implementation. In reality, there is invariably a strong non-scientific, non-rational element in
devising and implementing strategy, that may limit the rational, work against it, or even enhance
it (Pettinger, 1994, 129).

The views of Johnson, and Scholes and Mintzberg, outlined above, favour a belief in strategy
composed of a synthesis of rational and non-rational strategic practice. The use of the word 'non-
rational' in this instance relates to a form of problem solving and decision making that is more
subjective than objective in nature. Steiner (1979) identifies two fundamentally different ways
for a manager to formulate strategic plans: intuitive-anticipatory and formal strategic. The
former is based upon; a manager’s past experience, 'gut’ feeling, judgement, and reflective

thinking. The latter is equivalent to a formal rational approach.

The success of the former approach relies more heavily on the intuitive competence of individuals
in devising strategy, with others simply following (Hendry, Johnston and Newton, 1993, 5).
Lindblom (1959, 79-88) argued that managers make decisions based on own experience, within
organizational contexts, which are characterized by social and political complexity. This
suggests that given the complexities facing a manager, success derived from intuitive competence

may be due in part to a forgiving environment and luck.

12 Although the notion of management as a planned search for optimal solutions was being challenged (e.g.
Lindblom, 1959).
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In recent times the idea that a few individuals can direct strategy is being replaced by an
understanding of the importance of an organization-wide capacity to work together, to question,
debate, and innovate (e.g. Peters and Waterman, 1982). The study of organizational learning and
cognitive processes is perhaps a rational means of capturing the intuitive processes of individuals
in their efforts to develop and implement strategy. In fact strategic situations are by definition,
ambiguous, uncertain, paradoxical and unique - a specific situation is strategic because it has
never been encountered in that form and this makes it difficult to frame objectives, problems and

opportunities (Stacy, 1992, 19).

In contrast, the formal system is organized and based on a set of procedures. It is instructive,
research-based, involves the participation of many, and support for the decision making is
frequently documented. Most importantly, Steiner (1979) notes that formal strategic planning is
an effort to duplicate what goes on in the mind of a brilliant intuitive planner. However formal
planning is less likely to be successful and more likely to be incremental without management
intuition. Formalization must not limit the scope of thinking and the opportunity for creativity.
Consequently, both formal and intuitive approaches are important and their joint contribution to

effective strategy must not be underestimated.

Hayes (1985, 13) notes that organizations that focus on highly quantitative goals do so at the
expense of driving out non-quantitative goals. In practice, the danger is that hard numbers will
encourage managers to forget that different kinds of goals have different values at different levels
in an organization. Objectives that have little meaning to large segments of an organization

cannot be shared and cannot weld it together.

Inevitably, quantitative goals and reliance on long-term extrapolation lead strategists to spend
most of their time thinking about structural, rather than behavioural means for achieving their
objectives (Hayes, 1985, 14). Hayes backs this up with the view that many strategists believe
that specific measurable results come through 'hard' measurable efforts: investments in new plant
and equipment, the redesign of organization charts, and so on. This leads to the neglect of less
easily measured behavioural factors like performance evaluation, reward systems, work force
policies, information systems and management selection policies. Changing the way people in an
organization behave presents a far more difficult task than simply making a few structural

decisions.
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Vision - Corporate vision may be defined as the standpoint adopted at the point at which policy
and strategy are devised (Pettinger, 1994, 131-32). This guides the way things are done and
gives an articulated understanding of this to everyone concerned enterprise, from leader through

to client. It is the "shining light" of the organization (Pettinger, 1994).

Parikh and Neubauer (1993, 105) define corporate vision as an image of a desired state of an
organization. In very practical terms, it is an answer to the question of 'what do we want to
create? This is opposed to the question of 'what do we want to be?' that suggests more flexibility
through the pursuit of goals that are less tangible in nature. Whereas the former question offers a

tangible end 'product' that is more clearly defined.

Taylor (Bryson and Einsweiler, 1988, 4) discusses the strong link that exists between strategic
planning and vision, suggesting that the vision can encompass the strategies which may include;
the future look of the organization, how the organization will align its resources with its external
environment, and how the organization may change its external environment. Bryson and
Einsweiler (1988, 4) makes a distinction between a plan driven by vision and one that is not, by
suggesting that vision provides the impetus for a qualitative shift in direction, as opposed to a

linear extrapolation of the present.

Bryson and Einsweiler (1988, 9-10), establish a strong link between the formulation of vision and
the identification of strategic issues. They maintain that developing a vision of success or an
ideal picture of the organization directs it towards the strategic issues that consider how it will

look and behave according to its vision.

The need for a clear and positive vision of the future is a critical step in strategic planning
because a good vision can have several positive impacts on a company (Parikh and Neubauer,
1993, 109). These include:

. providing a spark to lift the organization out of the mundane

. aligning people by creating common identity and a shared sense of purpose

. providing an intent that creates a focus on achieving throughout the organization

. fostering long term thinking

. instilling a sense of direction.

In the context of accelerating change, complexity, uncertainty and conflict, it is imperative to

generate as much strength and coherence within an organization to ensure sustainable success and
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survival. The creation and maintenance of a shared vision throughout an organization is an

effective element to facilitate this (Parikh and Neubauer, 1993).

In successful strategy, vision is associated with the imagination, passion, commitment and
originality of those who establish the organization. It is translated to a functional level by those
working it into the operations they carry out (Pettinger 1994). An essential aspect of vision is the
need for a clear articulation of clarity of purpose and the direction of the organization. It must be
both understandable and accurate, providing a concept to which everyone concerned can

subscribe to and contain goals to which they can aspire (Pettinger 1994).

Role of the CEO - The role of articulating vision and translating it into action in a unified way is
a leadership role. The process of vision implementation is an integral part of organizational
learning, in which the potential for new behaviour (e.g. corporate culture) is acquired as a result
of processing information. Thus, a CEO who functionally acknowledges the responsibility for
vision implementation should be motivated to follow the vision through (Hussey, 1982, 10). The
CEO and the management team should be willing to do what is necessary to see that their vision
is carried out (Hay, 1990, 76). The question is whether the CEO and her team are ready, willing,
and able to formulate, integrate, and implement the organization’s strategies (Hay, 1990).

The Use of Vision - Once a vision has been derived it becomes equally important to consider
how it will be used within a strategic planning process. Parikh and Neubauer (1993) offer two
different approaches. The first approach is about trying to forecast the future in a step by step
approach and eventually building out to some desired future. This approach asks an organization
to create an image of a desired future state, and then address the question of what steps are
required in the present to attain that desired state (Parikh and Neubauer, 1993). In effect this
approach requires the goals and objectives, targets and strategy to fold back the vision into the
present in a series of incremental steps.(Hamel and Prahalad, 1993) Hamel and Prahalad clarify

the concept by asking the question, 'how will next year be different to this year?'

The second approach uses vision to establish organizational and community focus to help
determine the adaptation required to the new sets of challenges and to maintain a long-term
response to these problems. In other words organizational goals and objectives, targets and
strategies are worked around the foresecable opportunities and threats in a manner that is

consistent with the vision.
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Parikh and Neubauer (1993) state that there are usually multiple paths that can be tracked in
order to achieve a given strategic purpose. It is not wise to predetermine that path by making

step-by-step predictions of the future, which due to unforeseen events can become redundant.

However, a succession of year-on-year plans that occur in the first approach can sum up to a
desired end-state only with a carefully articulated and sustained strategic intent or purpose
(Hamel and Prahalad, 1993). It is also difficult to be adaptive to changing scenarios when

commitments to long term investment/funding decisions are required.

3.3 Two Strategic Models

Hamel and Prahalad (1993, 66) undertook ten years of research on global competition,
international alliances, and multinational management. They identified two conceptions of
competitive strategy. The first centres on the problem of maintaining strategic fit, with an
emphasis on trimming ambitions to match available resources. The second conception, strategic
intent centres on the problem of leveraging resources to reach seemly unattainable goals. While

both strategies are not mutually exclusive, they do represent a difference in emphasis.

The first model of strategy (strategic fit) takes on a more rational flavor. A close strategic fit
becomes more a matter of good luck rather than sound management when strong cause-and-effect
relationships do not exist, or where they have not been identified. Strategic planning is billed as a
way of becoming more future oriented, but with the pace of change increasing, the predictive
horizon becomes shorter and strategic plans do little more than predict the future forward
incrementally., In this situation ‘strategic plans reveal more about today's problems, than
tomorrow’s opportunities, suggesting a focus on continuity rather than change.” This model does
tend to focus the organization on its external environment - change is normally in response to the

external environment, but is by its nature reactive to known trends, conservative, and incremental.

Strategic intent deals with risk derived from uncertainty by emphasizing the need to accelerate
organizational learning that increases adaptability and innovation. Risk is reduced by ensuring a
well-balanced and sufficiently broad portfolio of organizational competencies, which confer
competitive advantage. The model breaks with conservative and incremental trends by creating
an extreme misfit between resources and ambitions, requiring enormous creativity with respect to
means. The subjectiveness of this model is unbridled but not uncorralled. Managers must deliver
on the broad direction implicit in their organization’s strategic intent, with its clearly prescribed
ends (Hamel and Prahalad, 1993, 67).
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Both models recognize the difficulty of competing against larger competitors, with the first model
dissuading the company from challenging an entrenched position. The second model produces a
quest for new rules that can undermine an incumbent's advantages. An organization should
acknowledge that solutions or new game plans exist that may deal more successfully with seemly
impossible positions. There is a need for political will and organizational innovation to tackle

problems that have historically fallen into the 'too-hard basket'

Both models recognize the need for consistency in action across organizational levels. In the first
model, consistency between corporate and business levels is largely a matter of conforming to
financial objectives and at the functional level consistency restricts the means the business uses in
achieving its strategy. In the second model consistency is gained through adherence to strategic
intent, with the functional levels tuned to intermediate goals or challenges (Hamel and Prahalad,
1993, 66-67, Pettinger, 1994, 126).

The preparation of long term financial plans fits into the first model of strategy, where the
planning process typically acts as a 'feasibility sieve'. Strategies are accepted or rejected on the
basis of whether managers can be precise about the 'how' as well as the 'what' of their plans. As
tests of strategic fit become more stringent, goals that cannot be planned for fall by the wayside.
Yet organizations that are afraid to commit to goals that lie outside the range of planning are
unlikely to make innovative inroads into solving or mitigating current and future problems and

are to a large degree rationally bound.

Figure 3.3 Strategic fit Versus Strategic Intent

*Products /Channels/Customers
«Trim Ambitions to Resources
Portfolio of Business
=Search for Niches
*Financial Targets

+Find Sustainable Advantage,

«Core Competencles/Relationship
»Leverage Resources to Reach G
*Search for new Rules
=Strateglc Challenges
«Accelerate Learning

STRATEGIC FIT STRATEGIC INTENT
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34 Summary

Figure 3.4 presents two styles of approach that could be adopted under the umbrella of a strategic
planning framework. At the extreme ends of a continuum of strategic approach lies either a
conservative or a radical approach to strategic planning. The conservative approach typically
involves an organization adopting more commonly practiced techniques and methods within a

guiding strategic framework.

The conservative column outlines a distinctive way in which an organization changes through the
induction of new patterns of action, belief, and attitude. This change is in response to uncertainty
brought about by variation in the determinants of strategy, most notably the external
environment. Strategic fit provides a rational framework to enable an organization to achieve the
goals of reducing uncertainty within the external environmental and improving the organization’s

responsiveness to change.

In comparison, a radical approach to strategic planning typically involves an organization
adopting less commonly-practiced techniques and methods. The radical approach outlined in
figure 3.4 offers little structural guidance on the processes that shape strategy formulation.
Strategic intent relies less on development procedures and more on sponsoring the intuitive
competencies that exist within organizations. As a consequence the non-rational model offers
little to the formulation of an all-encompassing strategic framework, but does tap into specific
organization skills and resources of a type that is often ignored or unseen when operating under a

rational model.

Despite the disinct nature of the two approaches there are common themes that tie them together.
These include: the need for any organization to achieve a balance between the two strategic
approaches, the pursuit of success, incorporating a longer term view, resource allocation and
capability, dealing with change, and imposing disciplines on business management. While the
application of a private business sector planning technique to local government might be
problematic, it is reasonable to expect that these common themes can be carried over. The
following chapter considers the issues of immersing strategic planning into a different business

context —a local government context.
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Figure 3.4 Series of Propositions Of Strategic Theory
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Chapter Four

Strategic Planning in the Context of Local Government

4.0 Introduction

Strategic planning and strategic management techniques have provided managers in the private
sector with both rational and creative approaches for achieving business success. Hughes (1994,
173) considers it possible that local government could also benefit from a strategic perspective,
although some modification of the private sector approach to strategic planning may be
necessary. Bryson and Einsweiler (1988, 12) cite the increasing need for local government to:
develop a coherent and defensible basis for decision making, improve the quality of decision
making and be more responsive to changing circumstance. In fact, he suggests that it is in this

context that councils have begun to adopt the principles and practices of strategic planning.

However, it cannot be assumed that local government can adopt strategic planning in the same
manner or with the same level of success as in the private sector. Political complexities play an
important role in dictating the success of strategic planning in the public sector. Dimensions such
as level of autonomy from state, nature of mandates, central state philosophies, local voice,
devolution and a range of constituent interests are responsible for much of this complexity. These
dimensions determine the parameters within which local government must operate (Hughes, 1994,
173).

Some writers recognize the political and constitutional limits to the scope of strategic planning
(Olsen and Eadie, 1982, 4), and see difficulties with reconciling a rational strategic process with
the political complexities of local government. There is a risk that the political constraints will
create obstacles to strategic planning not encountered in the private sector. These constraints
include: equity and efficiency trade-offs, pluralism, political timeframes and cycles, dispersed
decision-making responsibility and unclear boundaries between management and politicians.
This latter constraint will be more problematic if tension surrounds the relationship between the

political decision-makers and the corporate arm of a territorial authority.

The corporate arm of local government also operates in a highly diverse and increasingly dynamic
environment, warranting different approaches compared to the private sector. This is because
public goods are themselves very diverse in nature, requiring an understanding of matters such as
sewage treatment, landscaping, urban design, community welfare and public health. In addition

the provision and expectation of what is to be publicly provided changes over time. Funding
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mechanisms are far from straightforward, and pricing signals are either obscure or non-existent,
consequently performance criteria are diffuse and inexact. Finally, the scope of activities within
local government varies between nations, thereby limiting the transferability of managerial and

planning models.

As strategic planning has been associated with the theories of new public management, success is
more probable if it is used solely as a tool for management. However, it is doubtful if this can

ever be the case in the local government environment.

The idea that strategic planning is limited in its application due to the political and organizational

complexities are tempered by the following notions. These are that strategic planning can be

more than a rational process and can thereby cope with dynamic and complex environments 13
and the large body of literature suggesting that the managerial tradition in local government is an
integral part of the political tradition. For example, Hughes (1994, 236) states that bureaucracy
does much more than simply follow the instructions of the political leadership. While most
observers advocate the immersion of strategic planning into both political and managerial
decision-making, opinion varies as to the degree of influence that strategic planning should have

on political decision makers (Hughes, 1994:185) (Bryson and Einsweiler, 1988, 46).

Along with the contextual problems of applying strategic planning from private to public sector
environments, Ansoff identifies problems of a different nature. He argues that an organization’s
early experiences of strategic planning will most likely feature problems such as overly-complex
plans, organizational resistance and a lack of senior management commitment (Ansoff, 1988,
166).

It is possible that local government may experience the dual problems of adapting strategic
planning theory to the unique environment of local government and a lack of organizational and

political experience with the development and application of strategic planning.

In summary, the discussion in this chapter focuses on three elements of strategic planning in a

local government context.

1.  The tensions of applying a private sector strategic planning model to a TA are identified.

2. The adaptation of strategic planning to the local government environment is discussed.

13See Chapter Two, pg. , strategic models
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3. Finally, the role of strategic planning within the institutional context of local government is

considered.

4.1 Public to Private — tensions of implementing Strategic Planning
Introduction

An important quality of strategic planning identified in chapter three is that 'strategy is a
dynamic reaction to the external environment....". Pfeiffer and Salancik, (Bryson and
Einsweiler, 1988, 18) claim these external factors lie beyond the control of the organization and
that strategic planning focuses on achieving the best fit between an organization and its
environment. Others go a step further and suggest a degree of control over the external
environment is not only possible but an expected outcome of strategic planning. The degree of
control an organization has over its environment may be influenced by its internal arrangements
(Bryson and Einsweiler, 1988, 18). If strategic planning has been developed within the private
sector environment, how applicable will it be to local government given a potentially different set

of external factors and internal arrangements?

In considering the tensions that may result from applying a private sector tool to a public sector
environment this section will focus on those strategic factors that assist an organization align with
its external environment and the influence of internal arrangements on the implementation of

strategic planning.

Tensions from the External Environment

A number of tensions in applying strategic planning to a territorial authority have been derived by
considering its external environment against critical elements of the strategic framework identified

in chapter three.

Core Alignment and Organizational Performance - Deciding what 'line of business' a council
should be engaging in, and the way services are provided to the community is identified in chapter
three as an important function of strategic planning. Wilson (1989, 331) poses the following

question.

‘Can strategic planning be successfully applied in an organization that is largely constraint

Jocused?”
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In other words, can strategic planning assist local government in valuing those organizational and

political constraints so that they become implicit within performance measurement and

evaluation!4?

McGill (Bryson, 1993, 34) argues that a clear business goal based on business performance
principles is distinct from the less easily defined political goal and the subsequent performance of
its public managers. Bower (Bryson, 1993, 34) claims that without a market to determine
effectiveness of service provision, the process of measurement becomes diffuse and complex.
What is driving or underpinning the requirement for clear goals and objectives in local
government - mandate, political will or managerial professionalism? Clearly political activity
plays a crucial role, where the setting of goals and objectives is characterized by a continuous
bargaining - learning process that has irregular and even inconsistent outcomes (Mintzberg, 1985,
49-61, Bryson, 1993, 34). The issue of, ‘how to establish strategic performance in the political
arena’ becomes crucial (Bryson, 1993, 34).

However there are claims that the precise targets that profitability and a defined market provides
to private sector strategic planning may be over-emphasized. Ansoff (Hughes, 1994, 186) argues
that in reality the objectives of a firm can be a negotiated consensus of influential participants,
which is not unlike the stakeholder perspective in local government. Nutt and Backoff (Hughes,
1994, 186) develop this further by suggesting that the precise terminology of goals, targets, and

objectives can be articulated in a manner that seeks compromise between competing views.

What is clear is that a significant amount of theory supports the view that business performance
techniques and market philosophy is proving unsuitable for direct transfer to local government
and that public administration should be constructing a framework for strategic performance

from within its own body of knowledge.

McGill (Bryson, 1993, 34-39) combines the thoughts of Pederson and Rainey, to suggest a
framework for performance analysis for public administration (see Diagram 4.1).

14 What is the organization achieving, and how is this being achieved?
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Figure 4.1 The Levels of Public Administrative Performance Vs Private Sector Equivalent

Level | Public Administrative Performance | Private sector Equivalent

1 Social Performance- Economy —e.g. capital growth

Environmental factors, impacts &

social performance

2 Managerial Performance- Effectiveness — e.g. specific

Output or managerial performance RIAIKRL SUCOESS

3 Operational Performance- Efficiency — e.g. operational

Internal structure and process e.g. eiiensy; cost cantrol and

budgeting and project management PEOGUEHION SanagEmcnt

Source (Bryson, 1993, 35-36)

McGill notes that of the three levels of performance identified, the operational level is the most
easily transferable for it has the most in common with business administration. This explains in
practice why the waves of evaluation studies within local government (and to a large extent New
Zealand local government reform from 1989) are dominated by a concern for organizational

efficiency.

Levels one and two are not easily transferable from the business to the public sector. This is due
to the market having automatic feedback mechanisms to guide the business sector through levels
one and two, whereas public administration has no such feedback mechanism. Local government
initiatives to strengthen and refine consultative and participatory mechanisms may signify the
recognition of a need for such feedback mechanisms. Pederson states that evaluation must be
based on production and outcome functions and there must be a distinction between managerial
performance and social performance. For example, policy makers want to know why added
resources failed to accomplish a goal (level one), while the agency will want to know whether the

failure was due to a program deficiency (level two).

To combat the lack of a feedback mechanism, McGill advocates ‘client based planning' (CBP),
which aims to match client groups with strategic issues. Tying CBP back to the performance
levels, McGill asks 'are the services to these groups strategic in nature or are they uncontentious
projects?' Distinguishing between the different levels of activity presented in figure 4.1 allows for

the appropriate designation of performance indicators and time horizons.
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Pederson (Bryson, 1993, 36) concludes that the basic ingredients for success in planning for

strategic performance are that policy and evaluation:

. are linked to the annual budget cycle
. relate to explicit client groups
. are linked to a longer term planning timeframe.

The Model and Process of Strategy - The phrases ‘bureaucracy’ and ‘democratic pluralism’
succinctly describe the old solutions that have become today’s problems in local government
(Burns, Hambleton and Hoggett, 1995, 565). Too many local authority departments were built to
become large, hierarchical organizations structured to mass-produce services. Common
complaints with this form of service management included remoteness of decision making,
insensitivity and lack of accountability of some officers and frustration with the lack of
coordination between departments. Even though alternatives have emerged to counter these
problems, entrenched aspects of bureaucracy remain and have implications on the model and

process of strategic planning adopted by local government.

In the traditional administrative model, local government is criticized for being overly insular,
preoccupied with internal matters and not thoughtful about how or where the organization exists
in relation to government and to society as a whole (Hughes, 1994, 177). Bryson and Einsweiler
(1988, 30) note that in such an environment there is a risk that some of the necessary attributes
for strategic planning could be driven out. These attributes include creativity, innovation and the
development of new alliances. Without these attributes the strategic process may suffer from
being overly rational (Hughes, 1994, 184). The challenges to the traditional ideas of what
constitutes good management in the public sector shape an environment where an organization is

more capable of producing and adopting a balanced strategic process.

Additionally, Bryson and Einsweiler (1988) point out the real danger of strategic planning
becoming highly bureaucratic in nature. In other words the expectations from the strategic
process may be little more than a 'window dressed' version of existing process and practice. In a
reactive mode a local authority may adopt a conservative approach in the light of risk,
uncertainty, and funding constraints. A 'wait and see' approach could be reinforced by funding

pressures that limit the ability to build contingencies and achieve specific outcomes.

In comparison, the risk to local government of an intuitive, subjective approach to strategic
planning, is to create greater costs through greater risk taking, and to encourage decentralized
systems that may reduce accountability (Ring and Perry, 1985, Peters and Waterman, 1982,
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Bryson, 1988, 30). Although Bryson and Einsweiler (1988, 30) note that this approach can
equate to 'less money for more service' and may also provide new initiatives to the political
question of ‘what benefits are accrued to the community and the organization from
decentralization?” (Burns, Hambleton and Hoggett, 1995, 566). In other words, strategic
planning requires a balance between exercising control across functions and levels and creating a

system that promotes creativity and opportunity seeking from the external environment.

Framing issues - Bryson and Einsweiler (1988, 16) consider the local government political
process and mandate represent a major difference from the private sector, whose mandate is in a
sense without limit. Like business, local government must be responsive to change in its
environment however the stakes are different. In local government decisions affect more than
new markets and profit margins, they effect peoples’ lives on a broader and more fundamental
level. Consequently there is a wider degree of stakeholder scrutiny and involvement in local
government activity (Gordon, 1993, 15-16; Bryson and Einsweiler, 1988, 56). Strategic plans
are likely to encompass political and emotional factors that cannot always be reflected in

technical analysis or management intuition (Gordon, 1993, 17).

Ring and Perry, (Bryson and Einsweiler, 1988, 28) recognize that strategic issues should be
managed on the basis of an organization’s mandate, however the problem exists of framing the
issues given the various stakeholder perspectives. Private sector management can frame issues in
terms of markets, customers and profitability, whereas local government effectively relies on the
political process to frame strategic issues from its external environment. The alignment of local
government with its external environment is influenced to a large extent by a process that is

subject to constraints relating to:

. democratic practicels
. the variable quality of political decision making and representation (Howell, 1995, 37).

Vision - In chapter three the use of vision within private sector strategic planning is clearly
established. Its use in public sector strategic planning is also widely endorsed (Bryson, 1993,
15), however the purpose and application of vision may vary from the private sector. Although
the purpose of vision for both sectors is likely to be focused on the organization’s internal and
external environment, the local government vision may emphasize a focus on the external
environment through community concerns (Bryson and Einsweiler, 1988, 15). A local

government vision may idealize concerns for achieving change within its external environment

15 See discussion chapter two ‘Modern Representative Democracy’
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(Bryson and Einsweiler, 1988, 4), for example, the economic, social and cultural well-being of its

community.

Alternatively the vision may focus on providing a code, a shared view of those within the

organization of the future (Hughes, 1994, 179).

If strategic vision reflects a private view (shared internally), the task of achieving broad
acceptance of that vision can be more easily incorporated into a strategic framework. This is in
contrast with attaining a vision acceptable to an entire community, made up of a diversity of
groups. Hay (1990) suggests that vision should incorporate the input from all members of all the
various groups that comprise the community, not just those in power. However, a vision derived
by the majority may be inappropriate to a significant minority sector of the community. If vision
encompasses the external environment and external views then it will become highly political in

nature and will politicize strategic planning.

Multiple vision offers a potential solution to the problem of vision sharing, but is limited by the
compatibility of the visions and the limited ability to communicate them. Kees Van Der Heijden
(Hendry, Johnson and Newton, 1993, 137-57) discusses how the responsibility for deriving a
vision becomes a shared one in larger, more mature companies and is arrived at through
communicating and modifying personal views. He adds that vision requires adjustment in times

of change and that the vision-sharing process needs to continually adapt to change.

Hughes (1994, 176) identifies the legislated mandate of local government as being a critical
source of this change. Local government must constantly re-examine what it is meant to do under
the legislation that established it. How far should a vision reflect the community’s interpretation
and aspirations within the legislated framework, or, some aspiration that is driven by leadership
rather than community consensus? For example, the Resource Management Act (1991) while
providing prescriptive guidance on environmental quality, does leave much to the discretion and

interpretation of local government decision-makers and their communities.

Bryson and Einsweiler (1988, 9) argue that the constraints placed on local government by
mandates can make the development of vision a difficult process. He also suggests other

difficulties, such as:

. identifying strategic issues or goals if political dissension is high

. visions that quickly become obsolete in a turbulent environment
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e visions that become too abstract to be useful in guiding the organization and the

community.

On a positive note, if political dissension is mild, a vision process can provide the concepts that
enable people to see necessary changes and identify and agree upon strategic issues (Bryson and
Einsweiler, 1988, 9).

Structural Determinism - Richards introduces a constraint of a different nature, that being the

capacity of local government to produce effectual strategy in the light of central government

philosophies and practicel6. For example Ross (1993, 28) draws attention to the under-funding
of local government and the central government’s lack of response and acknowledgment of this

problem. Richards suggests that local government has a minimal capacity to set policy at the

macro levell7 and currently operates at a micro level, facilitating economic voice as opposed to
political voice. It is questionable as to how effective any strategic initiatives will be in addressing

and solving problems of a collective nature if local government operates at a micro policy level.

Competition & Profit - A final key difference between local government and private sector
environments is that strategic planning is associated with the explicit purpose of securing
competitive advantage for commercial organizations. This raises the question of whether a
competitive factor is evident in the local government environment, which has traditionally been
grounded on a system of regulatory and service provision orientated towards public good (Bush,
1980, 77). This purpose does not sit comfortably within the environment of local government,
therefore strategic planning needs to offer more to local government than just the facilitation of

unfettered competitive ambition.

However, writers argue (Bryson and Einsweiler, 1988, 3) that regardless of the prime motivation
of securing competitive advantage, strategic planning offers other potential benefits such as:

. fostering the ability of strategic thinking

. clarifying future direction

. linking organization function and levels

. establishing priorities and organizational performance.

16See chapter 1 - structural determinism.

17 level of policy making that genuinely effects citizen wellbeing and empowerment.
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Hamel and Prahalad (1989) suggest that strategic planning includes focusing the organization’s
attention on motivating people. It achieves this by communicating the value of the target, leaving
room for individual and team contributions, using strategic intent in a manner that guides

resource allocations, and finally to form strategic alliances.

Despite the non-competitive benefits offered by strategic planning, competitiveness still remains a
driving force behind private sector strategic planning and may inevitably be so in local
government (Bryson and Einsweiler, 1988, 41). Kaufman and Jacobs claim that the local
government traditional perspective of competition must change to incorporate the view that a

successful community is itself a competitive product (Bryson and Einsweiler, 1988, 41).

However the problem remains that the public sector does not have profit to provide a fundamental
link between the expectations of the organization’s stakeholders, goal setting and achievement of
those goals. Consequently local government is severely constrained in using profit as an avenue

for setting and measuring performance and for providing signals of risk to decision-makers.

In summary, the key differences between the external environment of the public and private
sectors provides useful background to consider what aspects of private sector strategic planning

may require adaptation.

Organization Structure - In chapter three the structure of an organization is recognised as
having an influence in determining what activities are undertaken (core alignment). The
differences in structure between public and private sectors are most apparent at the managerial
level and in the necessity for community involvement in local government (Bryson and
Einsweiler, 1988, 57). The result is that the structures of public sector organizations are
internally rigid and externally fluid, thus the opportunity for conflict within the organization is
very high (Bryson and Einsweiler, 1988, 57). Conflict has already been identified as one of the

major constraints in identifying and prioritising strategic issues in local government.

At a managerial level, the separation of policy-making from policy implementation can mean a
separation in strategic and tactical staffl8. Local government managers may feel removed from
any ability to formulate change based on first hand experience. The policy-making discretion of
tactical management is bridled to the point where they are frequently reacting to externally

imposed change. The ability to foresee potential problems and make contingencies is frustrated

18Tactical staff design programmes in response to policy directives.
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by limited authority and the perception of other stakeholders to the perceived problems (Bryson
and Einsweiler, 1988, 56).

These work context differences can conspire to make the process of public sector strategic
planning less precise, less based on reliable information and very fragmented. In sum, the role of
the various policy actors diminishes the role of any individual manager, thus potentially causing a

breakdown between levels in the process (Bryson and Einsweiler, 1988, 56).

Another example of structure affecting public sector strategic is the entrenched aspects of
bureaucracy. These aspects include: strong hierarchy of authority and vertical lines of
communication, which sustain a mechanistic culture (Hay, 1990, 384). Pfeiffer and Salancik
(1974) considered such a culture effective only in a less dynamic and complex environment. A
balanced strategic planning initiative requires flexibility and organizational responsiveness; a

mechanistic culture could undermine these requirements.

Internal Arrangements

In addition to the tensions introduced by the external factors discussed above, the political
tradition introduces many constraints to the functioning and decision-making of local
government. These constraints have the potential to limit the scope of strategic planning

comparative to its use in the private sector.

Political Timeframes - A key difference in the timeframe of public and private sector managers
is related to political cycles of government. As councils are subject to frequent electoral change
there may be pressure to achieve quick results and force short-term re-evaluations of
medium/long term programmes (Bryson and Einsweiler 1988, 56). This is primarily reflected in
the local government annual planning process, which is increasingly becoming an element of local
government strategic planning (Paul, 1994, 9-14). As a result, shorter-term goals and objectives

can undermine the longer-term goals and objectives advocated by a strategic plan.

Although a longer-term outlook is linked to a reduction of organizational organisational and

community risk, it can increase political risk in terms of voter dissension. For example:

. the inability to terminate longer term commitment to programmes that prove to be

unpopular with an electorate

. the difficulty in trying to strike political compromise between meeting short and long term

electoral expectations.

68




Finally, there is a risk that political time horizons and annual planning cycles may prove to be
obstacles to the requirement for flexibility and continuity in strategic planning (Hughes, 1994,
185).

Hughes (1994, 184) thinks that a plan should be made flexible through regular updating, or
rather, sees the process as continuous, rather than cyclical. It is ingraining the process of
thinking strategically rather than the plan itself that is the desired outcome. However
indoctrinating the politicians in the benefits of strategic planning, the approach and the final
content presents a significant obstacle to the continuity of a successful strategic planning
initiative. For example it is possible that the political decision-making tradition within local
government can potentially start an elected cycle uninitiated in the strategic process and

unappreciative of how the direction identified in the plan was derived.

Decision-Making Traditions - One critical difference between sectors relates to the decision-
making traditions within local government. Many commentators suggest that the decision-making
role of council management and councillors is shared, has no fixed boundary and is subsequently
difficult to define (Peters, 1989, 4). As a comparison, a board of directors (being the private
sector equivalent to council elect) is typically focused on monitoring performance of the
organization rather than ongoing operational and strategic decisionmaking. When the board

deems performance to be unsatisfactory, senior management is held to account.

This leads to the question: "Can strategic planning be of use within a decision-making

environment that is clearly different from the private sector?"

The general view is that strategic planning can be of use to both management and politicians
although opinions vary on how it can be utilised by the political decision-making tradition.
Hughes (1994, 188) emphasizes that strategic planning is not a panacea for local government,
and that it must fit within political constraints, including compromise and politicking which are
integral parts of the process. In addition he claims that if strategic planning is to be an integral
part of the political process then it must not usurp the input of politicians, in a sense it should be
politically neutral (Hughes, 1994, 185). This suggests that while management may be
considered in the general context of politics there are constraints on how they frame issues in a

political context.

Bryson and Einsweiler (1988, 46) offer a different perspective: that it is difficult to accept a
notion that strategic planning is apolitical in nature due to the significance of the issues that it is
engaged in. He argues that the process is worthwhile if it helps key decision-makers (both
politicians and management) to think and act strategically (Bryson and Einsweiler, 1988, 46).
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The challenge to local government is perhaps to reconcile the use of strategic planning within

joint political and managerial decision-making processes.

The first argument points to the view that strategic planning has been adopted as part of the drive
towards new managerialism in local government and by association strategic planning is
specifically a managerial tool. The second argument places strategic planning in the more general
position of providing a set of concepts to help decision-makers, including politicians and
management, to make important decisions and take important actions (Hughes, 1994, 187).
Bryson suggests that it is difficult, if not impractical to suggest that strategic planning should
never impose on governance, nor expose any shortcomings or weaknesses within governance and
political and managerial process. However, the difficulty of practically defining the interface
between politicians and officers presents an obstacle to the effective utilization of strategic

planning by both traditions. The problem of defining this interface should therefore be addressed.

Whether strategic planning is used solely by management or by both politicians and management
will have a large bearing on its potential effectiveness and role in local government.
Organizational constraints, such as defining the boundaries of influence and input exercised over

strategy by politicians and managers may also influence the way strategic planning is utilized.

Further investigation of both the managerial and political traditions provides insight into how the

use of strategic planning may be shaped by the tensions within and between those traditions.

Summary - Tensions on Strategic Planning

The earlier definition: ‘strategy is a dynamic reaction to the external environment’ reinforces the
notion that quite different strategic reactions may be required by local government in response to
the external environment. Given the differences between public and private sector environments.
It is obvious that strategic planning will require a degree of adaptation to be of more use to local

government decision-makers.

Three aspects emerge as having the greatest possible consequence to applying strategic planning

to local government. They are:

. the difficulty in formulating strategic performance measures and the associated diffusion of

responsibility assigned to strategic initiatives

. the difficulty of framing issues in a manner which reflects wider stakeholder aspirations

and provides the organization with clear operational focus.
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. an uncertainty within local government as to what substitutes for “securing competitive

advantage" - which is the private sector's core reason for using strategic planning.

Having identified these three aspects leads to the question of: how could a territorial authority
adapt strategic planning to fit their business context? The following points provide an indication

of the type of adaptation that could occur.
. development of a framework for measuring and determining strategic performance,
involving both councillors and senior management

. development of a visioning process that is aligned with the particular democratic style

adopted by the particular territorial authority

. build flexibility into the strategic planning process to acknowledge political change and

decision making boundaries
’ development of a strategic process that is internally responsive to externally derived goals

. maintain a balance between controls across organizational functions and levels through
supporting the necessary aspects of traditional management while encouraging creativity

through appropriate organizational structure and human resource policy.
. Development of continuity within the strategic plan across political timeframes.

The following section discusses the possible expectations of strategic planning in local
government. In the course of this discussion the influence that some of the tensions identified

above have on the role of strategic planning in local government are highlighted.

4.2 Expectations of Strategic Planning in Local Government

Introduction —At the time of writing this researcher found it extremely difficult to assess the
degree to which strategic theory is driving the expectations of local government. In practice, the

expectations of strategic planning are not transparent due to:

. the early stages of adoption and the subsequent lack of research into its use in local
government (Paul, 1994, 10)
. the uncertainty of applying private sector concepts to a public sector environment

» the lack of New Zealand case studies (strategic planning outcomes)

. the difficulty of associating or measuring the outcomes of strategic planning.
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However, it is likely that the expectations of strategic planning are being driven by other factors
such as: the practical experiences of the private sector, and the philosophies of central
government that have shaped local government practice and mandate. The small amount of local
government strategic planning theory cited by this researcher tends to support the notion that
benefits expounded in private sector theory are transferable to local government (Bryson, 1993,
3, Paul, 1994, 9).

Despite the lack of theory, the factors driving local government to search for new means of
dealing with existing issues are transparent. Issues such as the need to provide management with
a clear operational mandate, the need to establish a well defined role for council and the desire to
resolve conflicting stakeholder demands, all point towards a need to improve the decision making
process (Paul, 1994, 9).

Burns, Hambleton and Hoggett (1994, 21) recognize the tensions and discontent between the
decision-making traditions within local government. To counter the tensions he identifies two sets
of reactions, with each reaction having a specific impact on the role of strategic planning. The
first involves an administrative response; the second involves a set of political reactions in nature.
The administrative response focuses on introducing new management philosophy and
organizational structure. The political reactions focus on the favourable integration of collective
choice within local government by either extending markets (the option of consumer exit and

entry), extending democracy (replace old bureaucratic model) or a mix of both.

If strategic planning is to play an influential role within the local government environment, it must
be implicit in enabling the appropriate 'political reactions' and 'administrative responses'. The
ability of strategic planning to enable these reactions and responses will depend on whether the

decision-makers perceive strategic planning as having a narrow or broad role.

A Narrow Role for Strategic Planning — A narrow role involves strategic planning being used
principally by the corporate as a tool for improving organizational efficiency and effectiveness.

The political arm of council is left largely unaffected by the strategic plan and process.

Strategic planning is less likely to require adaptation in order to enable Hambleton's
‘administrative response' to many of the problems inherent in bureaucracy. Peters (1989, 7)
recognizes that to a large extent most literature on organization theory and management theory in
both public and private sectors has some relevance for comparative administration. It is also

possible that an unadapted model of strategic planning may be more compatible with the
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‘political reaction’ of extending the role of the market within local governmmnl9 (Burns,
Hambleton and Hoggett, 1994, 21). This view is also supported by strategic planning’s strong
links with new public managerialism and market philosophy. Paul (1994, 13) notes that strategic
planning can be beneficial to the organization through applying the technical and managerial

skills in the context of a consistent organizational direction.

However, it is doubtful that any one decision-making tradition should take on the full strategic
agenda of a territorial council in isolation. Even under a narrow role, a process of identifying and
prioritizing strategic issues will be necessary and subsequently should include all the key

decision-makers.

Despite a lack of political involvement in a strategic planning process a number of corporate
benefits have been identified. The PCfE holds the expectation that strategic planning is critical in
the development of strong links between the strategic, annual and district plans (PCfE, 1991, 9).
Paul develops this notion further by pulling in the corporate, financial, asset and service delivery
plans with the aim of achieving an overall integrated program (see figure 4.2). Bryson (1993, 6)
notes that functional plans are often not tied together, and typically the aggregation of these plans

provides no concise direction for what a council ought to be doing.

Fraser and Harding (1995, 16) identify the lack of strategic planning as a reason for not
achieving integrated planning and performance monitoring, even though the intent and
commitment may be evident. Frawley (1995, 14) considers strategic planning as critical in
overseeing the interrelationship of policy documents, avoiding the duplication of efforts, and

streamlining the decision-making framework through the provision of focused policy guidance.

19 Atomistic decision-making of the market predominates over collective decision making, thereby facilitating the
use of strategic planning as a managerial tool with similar application to the private sector. In the short term

problems of democratic pluralism are avoided at the expense of eroding democratic process.
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A focus of local government reform has been for fiscal responsibility, transparency and

accountability for decisions and actions taken. One clear advantage of strategic planning is to

reduce the risk of significant capital works imposing unexpected financial burdens on ratepayers.

It also provides a solid basis on which to make defensible decisions on future infrastructure

requirements, including the burden of debt between generations for such infrastructure.

Writers have expressed a range of other reasonable expectations for the application of strategic

planning in local government.

. emphasizes the assessment of the organizations internal and external environments, and the

achievement of the best fit between organizational resource and the external environment.

This places more emphasis on understanding the community in its external context,

determining local governments role in taking opportunities and anticipating threats for the
community (Bryson, 1993, 38).

. provide a focus or 'vision' of how the organization will operate in its future environment,

and the changes required to achieve preferred futures.
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. emphasis on current actions and decisions, providing an operational link with the longer-

term outlook20. Crow and Bozeman (Bryson, 1993, 65) argue that despite the need for

stability and a long-term view, strategic public planning should incorporate quick results.

. builds bridges to the organization’s stakeholders, promoting broader and more diverse
participation in the planning process (Bryson, Freeman and Roering, 1986, Bryson, 1993,
25, 38).

. provide a framework encouraging innovation and creativity to balance bureaucratic

tendencies?! within local government. Rajan (1994, 25) recognizes that organizations that
are focused on strategic planning models need to provide proactive human resource support
in order to help people understand both the changes brought to the organization and their
roles. For example processes can be shaped around performance management, a customer

focused vision and consultation with the community.

While a range of potential benefits are available to a territorial authority adopting a narrow role
for strategic planning, careful consideration should be given to tailoring strategic planning
approaches to serve councils’ purpose and situation (Bryson, 1993, 5). A territorial authority
must align its expectations of strategic planning with the limitations of what is achievable from a
narrow role. Ambitious expectations may signal the need for a council to consider adopting a

broader role for strategic planning.

A Broad Role for Strategic Planning - A broad role for strategic planning focuses on enabling
the appropriate 'political reactions' and 'administrative responses' as advocated by Hambleton.

There are two aspects of this role to consider:
L The decision making processes between the administrative and political traditions

2. The expectations of strategic planning’s role in supporting change of a political nature

(political reactions).

On the first aspect, there are several relevant points for discussion. Firstly, there is an
expectation that both the political and administrative decision making tradition will look to
strategic planning for guidance. Hax and Majluf (Hughes, 1994, 172) argue that one of the

20 See chapter three - strategic fit and strategic intent

21 Bureaucratic tendencies where the systems can become ends in themselves and drive out creativity and

innovation.
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ultimate objectives of strategic management is to create a link between strategic and operational
decision making, at all hierarchical levels, and across all businesses and functional lines of
communication. This definition can be interpreted to include the politicians because they will

always have an important role in decision-making processes regardless of whether strategic

planning is used.

It is however important to note, that the emphasis under this approach is not entirely focused on
attaining political buy-in. Strategic planning should also highlight the role of executive
management in a territorial authority (Bryson, 1993, 63). Mathis (1994, 34) conducted a series
of interviews with councillors that indicated the difficulties with evaluating the performance of
territorial authority CEOs. This was due to the lack of broad organizational goals and objectives

and the subsequent difficulty in constructing performance criteria.

A further point relates to territorial authorities defining their institutional and political constraints.
These constraints constitute the very reason why many theorists question the ability of strategic
planning to enable Hambleton’s ‘political reactions’ (Hay, 1990, Rainey, Backoff and Levine,
1976). Adopting a wider role for strategic planning requires a commitment from the managerial
and political decision-makers to maintain a close working relationship. Such relationships could
be enhanced if many of the constraints to decision making become clearly acknowledged and

formally factored into the decision-making processes.

Finally, the complex and focused nature of formulating strategy and carrying it through in an
operational sense requires a degree of trust and commitment from politicians and community
leaders. This is not always possible due to political constraints, such as the lack of commitment
to anticipatory methods to form better policy, the level of media and public scrutiny, the narrow

ranges of discretion, and the inability to abandon programmes (Hughes, 1994, 186).

On the second aspect, perhaps the greatest difference between a narrow and broad role for
strategic planning is the expectation that a broad role can support both functional and structural
change (Hambleton’s ‘political reaction’ and ‘administrative response’).

To recap, Hambleton advocates that strategic planning may assist a territorial authority in
achieving a ‘political reaction’ through either the integration of collective choice within local
government by either extending markets (the option of consumer exit and entry), extending
democracy (replace old bureaucratic model) or a mix of both. There are several ways in which

strategic planning could facilitate the achievement of any of these three political reactions.
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The first relates to the expectation that strategic planning will put pressure on territorial
authorities to develop and refine mechanisms to enhance political voice and economic voice. This
comes about in two ways, the first being that strategic planning requires a vision based on
community aspirations (or at least can be brought into by the community). The second involves
the strategic planning requirement for a comprehensive performance measurement process.
Considering the first point, a strategic planning process (when performed properly) such as
‘visioning’, requires a high degree of participation and ownership of strategic issue identification
and prioritization. The increased focus on participatory and consultative processes places
discipline on territorial authorities to continually reappraise these processes, including the role of

politicians and officers within those processes.

Considering strategic performance measurement, this process is critical for determining whether
the strategic goals are in fact being achieved, and whether the organization is aligned strategically
to its external environment. The former ensures that the decision-making traditions continue to
deliver high quality decision making to the community. The latter ensures the organization has

adequate feedback about how it is delivering upon its strategic goals.

A further key expectation of a wider role for strategic planning is that the role of councillors and
senior management will be scrutinized at some point in the strategic planning process. This could
come from two perspectives, the first being from constant reappraisal of participatory and
consultative process generally affecting councillors, and the second from the requirement to make

all strategic decision-makers accountable to performance criteria.

The inextricable link in decision-making between the managerial and political traditions requires
a degree of political accountability for outcomes that are a product of political decision making.
A strategic plan that identifies the favoured outcomes for the organization and community
provides a basis against which to measure the performance of achieving these outcomes. All
principal decision-makers should be accountable to any performance criteria that are set around

the achievement of strategic outcomes.

Finally, some advocates of devolution of decision-making powers and decentralization of
territorial activities may look towards strategic planning as a vehicle for achieving these things.
However, decentralization is not an end in itself, but rather a possible route to the achievement of
strategic objectives. In other words, strategy can provide the foundation upon which the
expectations of political and organization change are built. Thus a clearly articulated strategic
plan provides a point of reference on which to reconcile the political and organizational objectives

of decentralization or any other strategic goal (Bourne, 1992, 564-565). Any objective to
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decentralize should not be undertaken without having first clearly identified the strategic purpose
of doing so.

The centralized nature of strategic planning does not fit comfortably with the devolution of
powers to a community. However, Hughes (1994, 185) argues that accountability problems will
eventually occur if strategy is formulated and controlled by a concentrated power bloc within the
organization. This control could be perceived as a threat to the input and discretion from the

sphere of politics.

Summary - Adapting strategic planning to fit both traditions requires it to be effective in
confronting the decision-making tensions between the traditions, including the political decision
making constraints imposed upon local government by its community and central government22,
This will require looking beyond the type of accountability and efficiency offered by
managerialism and market mechanisms (which is along stricter economic lines), towards
developing performance criteria, and measures for efficiency that complement Hambleton’s
political reactions. What remains uncertain is the suitability of strategic planning for developing
such performance criteria, and for clarifying the process of decision-making between politicians
and management. It is also uncertain whether strategic planning simply highlights shortcomings
in political process and organizational decision-making, or can be an effective agent for beneficial

change.

Figure 4.3 draws a relationship between four contexts that strategic planning could be applied
within, and the most appropriate role for strategic within that context. This relationship is drawn
from Hambleton’s notion of political reactions and administrative response and Peters, Hughes
and Bryson’s thoughts on the decision making traditions within local government. The common
themes of whether strategic planning requires adaptation from its private sector routes and the

most likely role for strategic planning are explored for each context.

22Hambleton questions the influence of both local political and managerial decision-makers over strategic direction

given an 'agent for the state’ relationship,
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Figure 4.3 Context Matrix

Hambleton’s Separate Admin & Political | Combined Admin & Political
Scenarios Traditions Traditions
Apolitical Context 1 Context 2
response Stratentomnlanm
g D gic planning theory
gt Strategic planning theory

Planning focused
on applying
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authority management activity.
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political activity and process.
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management activity.
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collective choice via the market if

strategic planning adapted.
NARROW ROLE NARROW-MODERATE ROLE
Political Context 3 Context 4
Reaction Unlikely success in applying Greater possibilities for the
Strategic either adapted or unadapted successful application of strategic
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democracy or
both

strategic planning,

However, application of either
model may assist success over

the medium term.
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planning.
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formal & informal.
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4.3 Conclusion

Strategic planning and management should not replace political decision-making, but rather seek
to improve on the rawest forms of political decision making. This helps ensure that issues are

raised and resolved in ways that benefit the organization and its key stakeholders.

Having identified some key aspects of strategic planning in addition to some fundamental
problems facing local government, it is clear that strategic planning has a role to play. Bryson,
amongst others, identified a number of positive things a territorial authority could hope to gain

from a well-executed strategic planning process. Some standout aspects for local government
include:
. the pursuit of success and improvement through defining performance criteria

. provision of a decision making framework for both political and administrative arms of the

Council

. linking of levels and function

. focus for resource allocation via defining core business and aligning with the external
environment.
. long term focus to fetter aspects of shorter-term political decision-making.

However, uncertainty exists over the ability to accrue all the benefits that are claimed. Solutions
to the more challenging problems, such as those centered on political and democratic function,
require the application of a broader scope of strategic planning. Given the view that local
government is under pressure to search for new solutions to these old problems, two critical

uncertainties emerge regarding the application of a broad scope of strategic planning. These are:

1.  The uncertainty of whether a wide role for strategic planning is plausible given the inherent
difficulties in defining decision-making boundaries between the political and administrative
arms of council. It is questionable whether political decision-making process and
constraints can be factored in, especially where a large degree of flexibility is required to

accommodate political change.

2.  The uncertainty of whether strategic planning is suitable for developing performance
criteria and measures for efficiency that complement political choice and extending

democracy.
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A territorial authority needs to have a clear understanding of what is realistically achievable from
a strategic planning exercise. Isolating these uncertainties provides a useful step in identifying

what adaptation should occur.

Certainly the political tradition provides the most obvious obstacle to the application of strategic
planning where the classic tensions of economic accountability and devolved democratic
accountability offer territorial authorities different perspectives and choice on how and what
services they provide to citizens. The eventual path chosen may have a profound effect on the

application and expectations of strategic planning.

The administrative tradition presents a lesser obstacle in applying strategic planning to local
government. Differences such as bureaucratic functioning and efficiency measures can be

confronted through management techniques. Strategic planning could be one of these techniques.

To conclude, much strategic theory is directly transferable to local government. That which is not
transferable will require adaptation to fit with existing internal arrangements. Without adaptation
there is risk that a strategic planning exercise will not accrue any benefits to the organization and
community. At worst, a poorly executed strategic plan could actually disadvantage an
organization. Success with any strategic approach within local government is centered on: senior
staff and politicians defining the scope of the strategic approach, identifying the administrative
and political processes that argument the strategic process, the adaptation required to those
processes, and understanding the limitations of what can be achieved given the scope and

adaptation that is occurring.

81



Chapter Five

Presentation of Research Results

5.0 Introduction

This chapter applies the theoretical propositions developed in chapters two to four in the
following case studies: Palmerston North City Council (PNCC), Waitakere City Council (WCC),
Masterton District Council (MDC) and North Shore City Council (NSCC). Four elements are
explored in detail: the institutional context, the approach to strategic planning, the perceived role
of strategic planning and the relationship between institutional context and the role of strategic

planning.

The first element is consistent with research objective three and seeks to assess each case study’s
political context. The second element is consistent with research objective four and seeks to
compare and assess each case study’s approach to strategic planning against theory. This
element provides the perquisites that could potentially influence the usefulness of strategic

planning to territorial authorities.

The third element is consistent with research objective five and seeks to compare and assess the
territorial authorities’ role of strategic planning against theory. In addition to providing strategic

perquisites as in objective three, these results are utilized in the final element.

The fourth element is consistent with research objective six and combines the territorial
authorities institutional context with the role of strategic planning. Establishing the relationship
between context and role contributes to the understanding of strategic planning’s value to

territorial authorities’ policy and decision-making.

Method — The methods used to present the results relating to research objectives four to six,
include graduated continuums and a decision matrix. The continuums show used to present a
territorial authoritiy’s position with respect to the specific theory or research objective being

assessed. The positions were assessed using the scoring methodology presented in appendix VI.

Figures 1.2 to 1.4 provide examples of the continuums used to fulfil research objectives three to
five. Figure 1.2 shows the continuum that presents the political context for each territorial
authority. The polar positions on the continuum were developed in chapter two and reflect two
distinct political environments. Figure 1.3 shows the continuum for presenting the strategic
approach for each territorial authority. This continuum presents two positions for each territorial

authority. The first position indicates the radical or conservative nature of the strategic plan and
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the second indicates the degree of consistency between the territorial authority’s strategic
approach and strategic theory. Figure 1.4 shows the continuum for presenting the role of
strategic planning for each territorial authority. The polar positions on the continuum were
developed in chapter four and represent two distinct roles for strategic planning in a territorial
authority.

Finally, the method used for presenting the research results for objective six, included combining

the political context and role of strategic planning within a matrix developed from theory in

chapter four.
Figure 5.1 Political Context Continuum
Agent for the
Agent of the State Community
S d 1 f >
1 2 3 4 5
Figure 5.2 Strategic Planning Approach Continuum
Conservative Radical
<+ } 1 i >
1 2 3 4 5
Non-Complying Complying
Figure 5.3 Role of Strategic Planning Continuum
Narrow Role Broader Role
- : t —>
1 2 3 4 5
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5.1 Assessment of Political Context

Overview of results

Agent for the
Agent of the State ‘ Community
<+t } t >
1 2 3 4 5

The results indicate that three territorial authorities favoured a position between ‘moderate’ and
‘Agent of the State’. These were MDC, PNCC and NSCC. WDC'’s position favoured an ‘Agent
for the community’ stance. The following assessment of the political context surrounds two
aspects of the research results. The first aspect concerns those research results that utilize each
territorial authority’s strategic plan as an indicator of political context. For example, aspects of
the strategic plan considered include the outcomes of the visioning process, derivation of values,
the focus of the plan and commitment to the plan. The second aspect concerns the research
results which consider other processes that indicate political context. For example, other
processes considered, include councils’ attitudes to public participation, consultation and

devolution.

The visioning processes used by the territorial authorites differed in approach and in the specific
strategic goals they generated. However, a common theme of the MDC, PNCC and NSCC
approaches was the conservative nature of the strategic goals. For example, the strategic goals
contained in the plans did not advocate any change in direction or emphasis for resourcing. The
goals tended to support the status quo, which was typically the maintenance of established
political process and focus for efficiency and effectiveness in the provision of services to the

public.

The conservative nature of the strategic goals possibly highlighted low levels of commitment to
strategic planning. A greater commitment and understanding of strategic planning could have
seen councillors exploring issues that involved change. As a comparison to the other councils,
WCC’s political leadership demonstrated a strong commitment to strategic planning. The
resulting strategic goals were defined well enough to provide meaning and clear signals for the
need for change.

The highly inclusive nature of the visioning processes used by PNCC and NSCC tended to
moderate their position on the continuum. For example, the PNCC visioning process involved

many workshops involving a diverse cross section of the community and the business sector.
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While most of the territorial authorities went to a lot of effort to democratize the visioning
process, the result was highly influenced by how the vision was initially scoped, and the decision-
making dynamic between management and politicians. With the exception of WCC, management
staff tended to dominate the formulation of the strategic agendas. For example, councillors at
PNCC felt that management held the upper hand at the strategic agenda workshops. The opposite
was the case at WCC, where the politicians asked management to refine and operationalize the

strategic agenda.

The other aspects of the research that influenced the political context included general attitudes to
participation and the consultative process and attitudes towards devolution. The intent behind the
participative and consultative process used for strategic planning indicated that management staff
had identified the need for improvement on existing methods. Management staff voiced the need
for a clear decision-making mandate from the community on which to base strategic goals and
operational objectives. While councillors held a pervasive view for improved participation, the
motivation for this perhaps came from external pressures. For example, interviews with
councillors often highlighted their lack of understanding for why improvements might be required

and their endorsement of the existing decision-making process.

A number of WCC politicians believed that changes in the community’s views should be
incorporated into decision-making processes. They also thought that strategic planning
challenged the political tradition to define its role in the process(es) of decision making. For
example, a WCC councillor and officer made the following comments on the changing emphasis

in participative processes.

“....moving away from traditional political role of either being for or against
an issue, towards being in close consultation with the public...searching for
mechanisms for drawing all views out. "-Office. “We 've tried to create more of
an on-going dialogue with the community ...we 're looking to achieve consensus

across individuals and communities.” — Councillor.

Finally, WCC was the only territorial authority to formalise issues surrounding devolution and
decentralization in its strategic plan. However, the extent of devolution and alignment with
centralized strategic planning was not explored. NSCC’s management was aware of the tensions
between a centralized strategic planning agenda and devolving powers to local communities.

They did not formally recognize this issue in any council plan.

85



5.2 Assessment of Strategic Planning Initiatives

The following section presents a continuum of approaches for each of the seven strategic
propositions developed from strategic theory as discussed in chapter three. The results for this
research objective were derived from the analysis of the strategic plans. The strategic
propositions developed from theory for the purpose assessing the territorial authorities’ approach

to strategic planning include:

. model of strategy

. the process

. strategic change

. organizational alignment
. vision and leadership

L organizational behaviour
o strategic alliances.

The following sections provide the important observations of the strategic initiatives adopted by

the councils studied. In addition, the discussion explores the problems identified for each of the

strategic propositions.
Model of Strategy
Conservative Radical
>
1 3 5
Not Consistent Consistent with Theory

Most of the case studies adopted more commonly practiced techniques and methods within the
guiding strategic framework identified in chapter three. These techniques and methods tended to
reflect a more rational formal approach to strategic planning. For example, both PNCC and
NSCC’s approach aligned with the Hamel and Prahalad model of ‘strategic fit’, where there was
a definite emphasis within each planning process of trimming ambitions to match available

resources. Other observations supporting the view that a rational approach was used included:

. the use of highly structured strategic frameworks. For example, NSCC derived its
objectives and associated goals from a pre-defined vision process. Additionally, the

strategic plan provided a framework for investment decisions, a corporate strategy for
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establishing priorities and guidance to the annual plan process as well as the integration of

corporate, district and operational planning,

. linkages between the annual budget and the strategic plan. For example, large development
works had been scheduled in the strategic documents for the purpose of guiding the annual

budget decision-making process.

. strategic frameworks that were underpinned by a rational process for identifying issues and
establishing a rough order of priority. Examples of the processes used included SWOT

(strengths, weaknesses, opportunities and threats) and scenario analysis.

. the emphasis on financial objectives to gain consistency in action across organizational
levels and control organizational behaviour and action. For example, most of the case
studies had a strong, long-term financial-planning emphasis, where the higher level
financial objectives (such as a predetermined cap on debt levels) acted as a feasibility sieve
for capital development and other projects. Goals or issues that could not be rationally
planned for, tended to fall by the wayside. For example, the issue of a second harbour
bridge was excluded from the NSCC strategic plan.

There were obvious differences and problems evident in the rational models adopted by PNCC
and NSCC. These included:

. some of the strategic planning frameworks may be overly complex. For example, the
NSCC initiative was more prescriptive than the other plans in defining its goals, actions
and resource allocation for achieving the vision. As a consequence, a significant effort

would be required to reshape the plan in situations of rapid internal or external change.

. aligning the organization’s the strategic goals presents operational challenges. For
example, PNCC centres its strategies around 18 key operational activities whereas NSCC
centres its activities on four key outcome areas that are linked to the visioning process.
The PNCC approach has the effect of fitting desired outcomes to existing organizational
structures, while the NSCC approach has the effect of fitting the entire organization to the
desired outcomes. This aspect of the NSCC model is more likely to encourage managers to
think across organizational activities. This mode of operation is more consistent with
strategic intent. It appears that both elements of strategic fit and strategic intent have been
used within a highly rational framework.

. the majority of the plans are based on a conservative outlook. For example, within each
plan the future ambitions have been trimmed to today’s resourcing levels indicating that

there is no strategic intent to break from this conservative outlook. If potential misfits
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between resourcing and ambitions are continually discounted or not formally
acknowledged, an organization’s capacity or incentive to do more with less may
decrease.However, the WCC strategic plan was less conservative in nature and while it
offered little guidance on resource allocation, it did present strategic goals that challenged

the organization and the community to be resourceful in the achievement of those goals.

. the lack of identifying and aligning human resources. For example, the NSCC Strategic
Plan is largely influenced by land-use scenarios that are driven by the high rate of
development in the area. The plan’s response to the risks associated with high growth rates
is largely reactive to known trends, conservative and incremental. While this does not
constitute a specific problem in the planning process, it does preclude the plan and process
from being more opportunity-focused. In other words, the planning process does not
explore the adaptability or innovations which organizations and communities could acquire
to deal with future risks. While three case studies were conscious of the need to link

human resourcing issues to the strategic planning process, their approach remained

unclear.
The Process
Conservative Radical
« >
1 | 4 5
Not Consistent Consistent with Theory

The continuum of approach indicates that most of the case studies implemented a strategic
process that was consistent with strategic theory and positioned between a conservative and
radical approach. Two case studies varied from the others: one has a weak strategic process and
the other had implemented a more radical process. The important observations that support these

positions are discussed below.

Firstly, most of the strategic processes adopted by the councils studied represented a movement
away from routine process. For example, two case studies implemented a strategic process which
increased the level of complexity needed to achieve a holistic decision-making framework. It is
reasonable to assume that a sophisticated approach involving many people, will push the
organization to think more strategically about its business and approaches to managing. On the
other hand, the non-rational approach from an organizational process perspective could exclude

more staff from the strategic process.
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However, despite the sophistication in approach it was evident that the territorial authorites
processes were bound in formalization. For example, the processes were influenced by the
current levels of staff resource and capability, the organizational structure, the District and
Annual Planning processes and by the strategic frameworks themselves. The effect that these
processes had on the formulation of strategic goals was not clear. However, it was evident that
both senior management staff and politicians could expect an unfettered ability to execute an
‘intuitive-anticipatory’?? style of influence over the formulation of strategy. For example, both
management staff and councillors were concerned that if the strategic plan became overly

definitive, flexibility in decision-making would reduce.

While the approaches to strategic planning were rational in nature, opportunity for ‘intuitive-
anticipatory’ behaviour existed. This was evident in the PNCC, WCC, and NSCC processes
where the PNCC and NSCC management staff and the WCC politicians played an influential role
in shaping the strategic goals.

Secondly, a number of observations drawn from the visioning processes influenced the TA’s

position on the continuum. These included:

o a distinct separation of the process of developing strategic vision and the process of

developing an organizational response to the vision

. visioning processes that were considered to be highly inclusive, more progressive and

rigorous than previous consultative processes

. visioning processes that varied between case studies. There were three significant
differences in approach. The first was the reliance on a survey of residents which explored
the wider community’s views on current and future issues. The second approach relied on
a strong politically-driven vision for the community. The final approach derived the vision

from an inclusive and participatory workshop process.

A third key observation indicated that the strategic processes were comprehensive rather than
issues-driven. For example, the two more detailed operational responses to strategic planning
tended to steer away from the direct confrontation of major issues in the strategic documents. In
the PNCC plan, while major issues are identified as a driver for strategy, emphasis was given to
13 draft rules that leaned towards financial disciplines. For example, only two of the 13 draft
rules link with the major strategic issues. In comparison, NSCC had difficulty capturing

23 From Chapter 3 - Strategy Process — ‘Non-Rational’ Versus Rational Approach (Steiner, 1979).
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contentious issues in the strategic plan, choosing to ignore certain issues such as a second harbour

bridge crossing. However, the plan did link development and growth issues to strategic goals.

Some final key observations included:

staff involvement — most of the case studies recognised the importance of involving staff in
the operational strategic process. It was evident to this researcher that the involvement of
operational staff varied between case studies. The extremes varied from high demands
placed on staff through to very low demands. For example, the more detailed plans carried
the risk of staff overload due to the requirements associated with understanding and
participating in new processes. In addition, the case studies also expressed a desire to link
long-term financial plans to the strategic plans, which could have the effect of emphasizing
quantitative goals.

an emphasis on strategic process versus the strategic document. For example, PNCC
emphasised the importance of taking the council through the process with the principal
purpose of encouraging strategic thinking and initiating a culture shift.

The focus on process was also evident in the order that PNCC and WCC built up the
strategic framework. Their approach was to consult on individual issues first and then
build the framework or big picture. This differed to the NSCC approach in that officers
put together the strategic framework or big picture first and then consulted on it.

two different approaches were observed for dealing with future concerns. The first
approach typified two of the case studies’ approaches where the emphasis was on
identifying in advance the threats and opportunities which future change might bring. The
third approach was subtler in that it was more about the organization discovering how to
manage and control the future. For example, the planning process placed pressure on
council and communities to find solutions for achieving the vision. The fourth approach
used a combination of these elements of process. It was this researcher’s view that the

third approach was only useful when combined with a strong definable vision.

no case studies had explicitly factored risk into their process nor had applied any

performance measurement theory discussed in chapter three.
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Strategic Change

Conservative Radical
M S
1
G
1 2 5
Not Consistent Consistent with Theory

All of the approaches adopted by the case studies were conservative and aligned with Lindblom

and Quinn’s incremental approach. Defining elements amongst the plans included:

conservative visions that were reflected in operational planning as conservative and
incremental strategic actions. It was evident that inclusive vision processes tended to dilute
extreme views. WCC varied slightly in that the politicians initiated an arguably radical
vision. However, like the other councils, WCC’s response to managing change associated
with the vision was conservative in nature. It appeared that the territorial authorities were

aligning with the communities’ appetite for change.

there were some plans that showed a limited degree of departure from the logical
incremental approach. The NSCC’s planning process had elements of a deliberate planned
approach as discussed by Mintzberg and Waters. The planning for new and upgraded
infrastructural assets based on growth and development projections provided a good
example of this type of approach to change. In addition, WCC’s approach seemed to
advocateing a balance between proceeding gradually through incremental change in policy
and organizational action and building organizational competency in dealing with change in

the external environment,

finally, the flexibility of the strategic plan to change was influenced by the organization’s
acceptance or non-acceptance that external change was inevitable. For example,
councillors and management had a clear expectation that the strategic plan was subject to
political agenda and could change within a short timeframe. Consequently the process
incorporated change via a top-down approach, where there was acceptance that the
strategic plan could be remodelled based on changes in political vision. This approach
relies on political leadership to identify the strategic issues and advocate strategic goals. A
problem associated with this approach was the negative impact on management staff due to
constantly shifting strategic agendas. This was evident in NSCC where a new political

agenda challenged the core assumptions underpinning the strategic goals.
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. in comparison, the PNCC and NSCC processes encouraged a bottom up approach for
incorporating change. This was evidenced by the plan’s provision of comprehensive
framework and a structure on which to base decision-making. By default this process
tended to be procedural in nature, fitting well with fine tuning incremental change.
However, this approach could be inflexible when incorporating significant change from a

political level.

Organizational Alignment

Conservative Radical
>
3 4 5
Not Consistent Consistent with Theory

The continuum indicates a gap between the territorial authorities’ application of strategic theory
relating to organizational alignment. Two significant issues relating to theory explain the
comparative difference between the MDC/WCC and PNCC/NSCC approaches. The issues
include the processes that the territorial authorities use for clarifying their role and the manner in

which the territorial authorities align their operation to deliver that role.

All of the territorial authorities stated an intent to use strategic planning as a means for
identifying their role in the provision of service to their communities. This is essential for it
provides the organization with signals of how it should align its capital resources, and focus the
efforts of staff. The territorial authorities also shared the view that the vision process

underpinned the identification of their role.

Where the territorial authorities varied significantly was in the degree to which they
operationalized the strategic goals. PNCC and NSCC created clear links between their strategic
goals and operational role. While WCC and MDC had not developed this linkage, management
staff acknowledged a desire to do so.

While the territorial authorities acknowledged that the vision process underpinned the
identification of their role, uncertainty surrounded the degree to which the philosophies of
management staff and councillors influenced that role. Clearly, tensions exist between the
community’s desire for clarity on the input that influences the council’s role and the need to

maintain subjectivity in the decision making processes.
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The final issue regarding how territorial authorities aligned operationally to their defined role,
identified a universal acknowledgement that strategic planning was placing pressure on the

organizational structures. For example, PNCC acknowledged that restructuring based on the
strategic plan was likely.

Vision and Leadership
Conservative C Radical
} } >
1 3 5
Not Consistent Consistent with Theory

The results indicate that the majority of the councils studied carried out visioning processes that

aligned with theory discussed in chapter three. Key aspects of the case study approaches
included:

. PNSC, NSCC and WCC implemented visioning processes that made a genuine attempt to
create images of a desired state. All of the case studies ran inclusive visioning processes
and some took the process much further. They developed clear pictures of possible future
scenarios and used these as the basis for community consultation. While the MDC, PNCC
and NSCC visions did not advocate any qualitative shift in direction they did generate a
sense of coherence and shared purpose within the organization. It seemed likely that a
highly inclusive visioning process discouraged qualitative shift in direction. For example,
the likelihood of WCC generating the ‘Eco City’ vision from a highly inclusive process is
doubtful. The most likely result would have seen the process of consensus and negotiation

producing a more conservative vision

. NSCC and PNCC had translated the vision to an operational level. However, problems
were observed with achieving this translation. For example, the relationship between the
strategic issues and the outcomes of the vision process was unclear. In the process of
working towards attaining the vision, officers need to have a clear understanding of what
the relevant issues are and the relative weighting the issues have in achieving the vision. In
addition, the senior decision-makers need to be clear on how issues and key result areas
interrelate in order to better appreciate the effect of shifting priorities on achieving the
vision.

. all of the territorial authorities generated visions that focused on the long term
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. variations in the use of vision were evident across the councils studied. The case studies
that tended to build vision in an additive or incremental fashion also had a strong
orientation towards identifying and prioritising capital projects. In comparison another
TA’s approach maintained a long-term response through a community-focused vision.
This vision was translated operationally by setting challenges for the community and

providing assistance to meet those challenges

. senior management staff that were committed to achieving the strategic goals. All of the
CEOs were directly linked to the strategic planning process via direct reporting from
executive staff co-ordinating the process. The interview process revealed that some CEOs
were more supportive of the process than others. All officers interviewed agreed that the
CEO’s involvement was critical in terms of galvanising the organization behind the vision.
It was acknowledged in staff interviews that CEOs had a difficult task in managing the
relationship between the elected councillors and the organization. This was evident in the
tensions involved in the vision generation process, where decisions on issues and direction

could have a direct effect on the organization.

Organizational Behavior

Conservative Radical
s } >
1 3 5
Not consistent Consistent with Theory

The results reflect the position that all of the councils studied had a good understanding of the
need to consider human resource issues within a strategic planning process. Three of the councils
identified the need to produce separate plans that considered human resourcing within the context
of the strategic plan. The fourth territorial authority had gone a step further and produced such a
plan. A moderate to radical position was assigned to councils which had initiated changes in
organizational structure that encouraged synergies and had initiated planning on human resource

issues in the context of the strategic plan.
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Strategic Alliances

Conservative _ Radical
<+ I
1 4 5
Not Consistent Consistent with Theory

The results reflect the position that all of the councils have recognized the need to establish some
form of alliance with external individuals and organizations. However, this seemed inconsistent
as the parties the territorial authorities intended strengthening alliances with, did not extend
beyond typical or expected relationships. Also, only one council discussed the possible benefits
that might be accrued from fostering specific alliances. Strategic planning places an important
emphasis on partnering and building alliances upon which the organization can build expertise.

The case studies revealed that they had not effectively applied this theory.

53 Assessment of the Role of Strategic Planning

Narrow Role Broader Role
! t i '
1 2 3 4 5

The positions on the continuum summarize the expectations of management staff and councillors
of the role of strategic planning. The expectations were gained from interviews, summarized and
then scored to provide the final positions. The results indicate that most of the case studies expect
strategic planning will assume a moderate role. While these positions reflect the current role of
strategic planning for each territorial authority, they do not reflect any of the individual tensions
that affect the role of strategic planning. For example, political and officer expectations tended
towards opposite ends of the continuum, however the final position perhaps reflects an averaging
of these extreme positions. Additionally, the results do not reflect any possible trend towards a

narrow or broad role.

The following discussion identifies the important observations made about the tensions and trends
associated with the role of strategic planning. The interviews with officers and councillors
highlighted some consistent themes and tensions running through the case studies. These

observations are presented under the following headings: transparency in decision-making, role of
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officers and councillors with strategic goals, organizational performance, extending democracy

and defining service provision.

Transparency in decision-making — Both decision-making traditions held the expectation that
strategic planning will assist decision-making at its highest level. However most officers and
politicians agreed that it may take some time before the use of strategic planning in the decision
making process is understood or trusted by council elect. Evidence that political acceptance of
strategic planning was gradually occurring was evidenced by an increasing awareness of strategic

issues and their potential impact on the organization and the community.

It was evident the officers were the driving-force behind progressing strategic planning. This
explained the difference in emphasis between management and councillors of the role of strategic
planning in decision-making. The pervasive view was that management thought strategic
planning should be more definitive in its guidance, whereas the politicians thought it should offer
only general guidance. For example, management expressed the hope that the guidance offered
by the strategic plan would lower the likelihood of the annual planning process being ‘hijacked’
by pressure groups with marginal projects. In addition, they hoped strategic planning would
assist policy-setting in terms of clarifying how current decisions fit with the council’s future role
and direction, providing a better understanding of the funding implications of decisions and
augmenting district planning processes. For example, management staff indicated their

expectations regarding the interrelationship between the District Plan and Strategic Plan.

“..we made an error...the Strategic Plan should have influenced decisions made in the District

Plan process...in practice the planning linkage wasn 't sufficient.”
On other hand, many of the politicians’ views were encapsulated thus:

“...in other words Annual Plan issues are filtered through the Strategic Plan to
gauge their impact on the future financial position....slot expenditure into the
Strategic Plan to forecast future rate demands...because that’s what it is at the
end of the day....a computer program......the value of it allows you to see the

effects tomorrow of the decisions you make today.”

While it seemed that many councillors either held no interest in, and/or misunderstood the role of
strategic planning, generally each case study seemed to have a core of councillors whose view
aligned with the officers. This small group was probably influencing the views of many of the
other councillors. For example, this statement was made by a councillor who had previously

emphasized that strategic planning should only provide a very general guide to decision-making.

“..expect decisions on District Plan submissions will be influenced by strategic planning.”
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The mixed views of this councillor pointed towards either a shift in opinion which was occurring,

or was simply inconsistent thinking during the research interview.

The case of WCC provided a different perspective in that a central core of politicians and all
management staff embraced the notion of partmership between both decision-making traditions
and the community. A councillor makes the following comments on management staff/ councillor

working relationships.

“I think the strategic planning process has influenced relations — it is taken as
read that if you're involved in putting an issue together you involve your
politicians and officers (across the board) and community...so it works at

different levels with different individuals and issues.”

Finally, two case studies provided different perspectives on the issue of devolving decision-
making to the community. WCC’s strategic document touches on the council’s desire to work
towards the devolution by implementing policies consistent with the vision and Agenda 21. In
contrast, NSCC’s strategic plan did not deal with the issue of devolution. However, management

staff did have the following view regarding the devolution of decision making to Community
Boards.

“..potential conflict exists between community boards requesting specific fund
allocations that are contrary to the Strategic Plan allocations that were set via
a community wide consultative process...my view is, the Annual Plan should be
submitted to the Community Boards but Council should maintain the decision-

making prerogative over the budget based on the Strategic Plan."”

The role of officers and councillors with strategic goals — The interviews and analysis of the
plans established that there was an expectation that strategic planning should generate goals for
the purpose of guiding decision-making and organizational action. In practice, the generation of
strategic goals was a critical element of each case study’s process of strategic planning. While
the visioning process was a formalized programme for achieving the strategic goals, the role of
councillors and managers within that process was not defined. For example, PNCC’s process for
setting the goals followed a structured programme of various workshops and community
consultation. Within this structured programme, councillors and managers meet in an informal
workshop setting to determine the strategic goals to initiate wider consultation. The dynamics
within this setting would have determined the role of councillors and managers in setting strategic

goals.
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In both PNCC and NSCC, the councillors indicated that goal setting had been influenced more by
senior management. Both the PNCC and NSCC processes had difficulty with achieving buy-in
from councillors. It is possible that councillors lost interest in the process, due to their perception

of having a diminished role in the strategic planning process.

In comparison, the WCC strategic goals were entirely predicated from a political vision developed
by the Mayor and a bloc of councillors. The subsequent buy-in from politicians provided more
impetus to the entire strategic process. For example, as politicians became more involved they

began to think about their role in strategic planning.

“The expectation is that the role of the politician moves away from day to day
stuff into policy setting...setting priorities, more equitable and fair with

resource allocation.” (Councillor, WCC).

Finally, management staff were very clear that the goals developed in the strategic planning
process should provide a high degree of guidance to decision-making traditions. Additionally,
management staff held a firm view that the changes and disciplines enacted during the strategic

process would continue to influence the roles of staff within the organization.

“In terms of staff ...they are affected inevitably (through) reduced revenue,
increased expenditure picture so something has to give....staff at the level of
activity of how it (services) is delivered (are affected)....two years ago we
wouldn’t have had the management team talking about existing activities and

not feeling defensive or territorial — that’s a major culture shift ...."

This officer went on to suggest that the strategic plan possibly reduced the decision-making
discretion of officers. This occurred because the path of action was more defined by the strategic

plan.

Organizational structure and human resource issues were also commonly identified amongst the

case studies as being affected by strategic planning.

“I always thought the organization should be restructured to suit the four big
headings, but our proposed re-structure doesn't quite do that...we're going to
be more formally splitting where who's specifying what needs to be done and
(who 1is) actually doing the technical work. The officer also expressed a
concern about the problems that would be encountered with trying to link
administration with devolved decision-making.” “..multi-functional teams
crossing all directorates (were) used to generate the plan — (the) process (was)
directed by the corporate.” (Officer, NSCC)
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Organizational performance — None of the councils studied had developed a strategic

performance measurement process as identified in chapter four. For example, McGill (Bryson

1993) advocates a multi-leveled performance process that encompasses operational through to

strategic performance measurement. In practice, the territoral authories’ management staff

identified the following broad principles:

in some cases, the management staff identified the need to develop and assign strategic
performance measures against strategic goals. For example, PNCC had made an attempt
to link performance measures to the city vision key outcomes. However, the measures
were mostly developed around operational statistics and had limited use for determining the

level of achievement of strategic goals

recognising the reasons why strategic performance measures are useful. For example,
management staff identified with the need for accountability to customers and the need to
improve the accountability of senior decision-makers to the community. In addition,
management staff stated in the interviews that strategic planning would assist in aligning
political decision-making with strategic goals derived from a community consultative

process

i

they (pre-election politicians) wanted a plan based on the community and
what they wanted and an organizational response...the plan framework was
adopted based on the argument that we are a service organization using other
people’s money...assure planning framework all heading in the same
direction...the strategic plan is an umbrella for the council’s operation, which

should be consistent with the community "

the strategic planning process would continue to influence the formulation of operational

plans and policies. For example, an officer made the following comment.

“Greenprint is very broad...we are setting up a new section called corporate planning

implementation with a focus on ensuring the implementation of strategy.”

politicians had difficulty with the concept of strategic performance measures with only one
councillor being able to provide a meaningful response. The councillor’s comment below
was representative of the difficulty both councillors and management had in defining and

implementing performance measures.

“...one of the hardest things I find ...defining when enough is enough ...at what point is

success achieved...or when does something need doing differently.” (Councillor, WCC).
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To conclude, most of the councils studied were not aggressively exploring this important aspect
of strategic planning. The reasons for this remained unclear to this researcher. However, in one
instance it was observed that strong political buy-in to strategic planning was accompanied by a
rudimentary appreciation of the need for performance measurement. While most management
had an appreciation of the need for strategic performance measurement, this aspect of strategic

planning was not translated as a priority in the strategic planning process.

Extending democracy — The interviews and analysis of the plans established some common
elements regarding the role of strategic planning in extending democratic practice. These
included:

. most of the approaches used to generate strategic goals were highly inclusive. For

example, the visioning processes allowed ample scope for community and political input.

. politicians and management had different views on the role of strategic planning with
regard to extending democracy. For example, management staff in at least three of the
case studies believed that the politicians may need to address issues regarding democratic
process in the near future. It was possible that management staff were using the strategic
planning process to lever the politicians into assessing their role. The strategic planning

process was being used as a tool to influence this process.

Considering the inclusive nature of generating strategic goals, significant efforts were directed
into aligning the organization’s strategic goals with community consciousness. While all of the
case studies had similarities in their approach (such as submissions and workshops) both subtle
and more obvious variations were apparent. A more obvious difference included NSCC'’s use of
a large-scale survey process to attain community input. Subtle variations in approach included
the manner in which strategic agendas were formulated prior to community participation. For
example, WCC derived its vision from the mayor and a core group of councillors. In the other
territorial authorities the management had more influence over the initial formulation of the

strategic agenda.

With respect to strategic planning’s role in extending democracy, management staff had a greater
awareness of the need to improve methods for gaining community input on important issues. On
the other hand, most of the Council Elect did not express a desire to extend democratic process.
For example, few councillors interviewed understood or endorsed the use of a strategic planning
process to strengthen either, or both democratic process and market mechanisms. Interestingly

enough some councillors did express surprise at some of the issues that came out of the strategic
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process. This suggested that politicians were not fully aware of the limitations of community

networking/consultative processes.

In comparison, WCC'’s vision was genuine in advocating the enhancement of democratic process.
Perhaps more importantly, efforts within the strategic planning process suggested that WCC was

‘walking the talk’. The following comments were drawn from WCC councillors and

management.

“Emphasis on communities taking ownership & responsibility — self

monitoring "- Ccouncillor.

“...we have tried to be more educative in our process — not assuming that
people have the knowledge or have thought through the issues well enough for
council to start taking up the directions...I think we have tried to create a more
on-going dialogue since strategic planning... tried to create more of an on-

going relationship with individuals and community groups”- Management

Staff.

Finally, although management staff across most of the territorial authorities expressed a desire to

improve the consultative process, the strategic plans were not clear about how the links with the

community would be maintained.

Defining service provision — The case study interviews provided a useful insight into how
strategic planning was being used to determine the level and type of service being provided to the
community. A general observation was that management expected strategic planning to assist in
defining service provision. However, the processes for achieving this definition were not clearly
defined. For example, while visioning processes generated strategic goals, there was not always a
clear translation between these goals and the activities required to achieve them. Often the
justification for why specific activities were required to achieve strategic goals was lacking. In
addition, there were no defined processes for how the council intended to continually identify

strategic issues, redefine strategic goals and reassess its service delivery role.

5.4 Role and Institutional Context — compatibility of strategic planning

The following discussion identifies the key observations about the relationship between a
territorial authority’s perceived role for strategic planning and the institutional context within
which it is being applied. The results have been presented on the ‘context matrix’ developed from
theory and identified in chapter 4, figure 4.3. The ‘context matrix’ offers territorial authorities

guidance in understanding the relationship between the role of strategic planning and the
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institutional context. An interpretation of the ‘context matrix’ suggests that strategic planning

should be tailored to the specific context it is being applied to.

Figure 5.4 presents the position of each territorial authority within the context matrix. The
position has been determined by combining the political context and role of strategic planning

research results from chapter five sections 5.1 and 5.3.

The results suggest that only WCC can truly maximise its success with strategic planning through
implementing a broad role. While the territorial authority case studies can also achieve success,

that success is be fettered by what is realistic from adopting a moderate to narrow role for

strategic planning.
Figure 5.4 Context Matrix Results

Hambleton’s Separate Admin & Political Combined Admin & Political
Scenarios Traditions Traditions
Apolitical Context 1 Context 2

Response NARROW ROLE NARROW-MODERATE ROLE
Political Context 3 Context 4

Reaction NARROW-MODERATE ROLE BROAD ROLE
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Chapter Six

Conclusions

6.0 Introduction

In the introduction of this study, reference was made to the views expressed in a 1991 review by
the Parliamentary Commission for the Environment on strategic planning. They recommended

six elements that councils should embody in their strategic planning initiatives. These were:
. be politically focused

. provide consistency between plans, policies and objectives

. be flexible in terms of review and operational significance
. consider the long term

. be issue and priority focused

. be consultative.

These six elements provided sound guidance to councils at a time when the path forward was not
clear. This research aims to build on this guidance through assessing the prerequisites for
strategic planning derived from theory and practice. In addition, this research aims to establish
whether strategic planning can provide benefits to territorial authorities in their policy and
decision-making. A summary of key findings presented in section 6.3 seeks to answer the

principal research problem.

The following discussion seeks to provide a contribution to the understanding of the value of
strategic planning to territorial authorities by focusing on research objectives four, five and six.
The research objectives one, two and three have been fulfilled, with the findings included in the

analysis of objectives four, five and six.

Objectives one and two are concerned with findings from theory that have been summarized in
chapters two to four. Objective one was achieved by reviewing private business sector strategic
planning. This review culminated in the presentation of a series of strategic propositions in

chapter three, figure 3.4.

Objective two was achieved through a review of theory related to the institutional context of local
government and theory related to the role of strategic planning in local government. The review

of the institutional context culminated in the presentation of a continuum of political approach in
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chapter 2, figure 2.4. The review of theory regarding the role of strategic planning culminated
with the presentation of a ‘context matrix’ in chapter 4, figure 4.3. The context matrix provides a
means of drawing a relationship between the institutional context of a territorial authority and the
role of strategic planning. Objective three was achieved by the application of the continuum of
political approach to the territorial authorities studied and a discussion of the results in chapter

five, section 5.1.

6.1 Strategic Planning Approach

The following section draws upon the ‘assessment of strategic planning initiatives’ presented in

chapter five, section 5.2 to fulfil research objective three.
What are the essential elements of a territorial authority’s approach to strategic planning?

Most of the territorial authories studied addressed all of the common theoretical elements of
strategic planning. Those those that did not, either expressed an intent to progress their
initiatives, or had implemented their initiatives in a deliberate well-researched manner. The
following discussion provides a summary of the key theoretical strategic planning elements

adopted by the case studies.

By considering the territorial authority’s approach to strategic planning, along with the strategic
propositions developed from theory the essence of a territorial authority’s ideal approach to
strategic planning is identified. The following elements provide the basis for discussing the key

elements of a territorial authority’s approach to strategic planning:

. have a clear and defining purpose

. be balanced in approach to strategic planning
. incorporate a longer term perspective

. consider resource allocation and capability

. assert discipline in business management and decision-making.

Defining purpose — The management staff and councillors had not focused on any specific
purpose for why their council was undertaking strategic planning. In the strategic plans
examined, an overriding sense of purpose became blurred amongst many purposes. For example,
in the private sector a higher level stated purpose might be to achieve increases in profitability via
implementation of strategy. In the case studies the stated purpose typically revolved around

achieving improvement in the economic, social and cultural well-being of communities of interest.
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It is evident that strategic planning in the private business sector benefits from a very clear and
simple purpose, that being to achieve success as determined by the market. The application of
strategic planning within a territorial authority would also benefit from centering strategic thought
and action around a very simple theme. For example, the mixed messages that all participants
were receiving about the key purpose of strategic planning, created confusion and hampered co-

operation within the process.

Balance — Theorists stress the importance of attaining balance in approach between the rational
and non-rational elements of strategic planning. The essence of this balance is between providing
instructive guidance to decision makers through formalizing the strategic problem (Ansoff, 1969,
11), and encouraging initiative and opportunity-seeking behaviour to deal with the strategic

problem.

The territorial authorities who had spent more time and resources on their strategic planning
initiatives, also tended to have very structured and sophisticated approaches. It is possible that
territorial authorities are more likely to adopt a rational comprehensive approach the more they
progress their planning initiatives. The reasons behind why a rational approach as opposed to an

intuitive approach was adopted by these councils included:

. the desire for transparency in strategic decision-making due to the requirement of
democratic process.
. an over compensation for poor quality of decision-making at a political level. The rational

nature of the plan is an attempt to formalise and simplify complex decision-making for

councillors.

. the embodiment and emphasis of long-term financial planning in the strategic plans
combined with its strong links with Annual Planning emphasized the importance that most
case studies placed on quantitative goals. The heavy emphasis on financial objectives
where achieving defined medium to longer term operational and capital expenditure

forecasts stifles intuitive approaches.

The strategic goals generated in the strategic planning processes reflected or embodied the
conservative nature of the council and in turn the community that it serves. A rational approach
is also consistent with the constraint focus that many theorists argue surrounds local government.
For example, constraints such as structural determinism and reactive modes of operation tend to
encourage a ‘wait and see approach’. In this situation a rational model can provide councils with

the means of presenting ‘window dressed’ versions of current modes of operation and planning.
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The only territorial authority to adopt a less conservative vision had a greater element of intuitive

approach embodied in the strategic plan.

The complex nature of some of the strategic planning initiatives to a degree reflected the issues of
transparency surrounding territorial authorities. If executed effectively, a rational approach to
strategic planning can provide a high degree of transparency to decision-making. It could also
provide more discipline to the decision-making processes via mimicking the thought processes of

a competent strategic thinker.

While the territorial authorities tended to rely on rational approaches there was evidence of the
utilisation of intuitive and non-rational approaches. For example, some case studies
acknowledged the need to build in flexibility, so the community, council staff and politicians
could generate and implement solutions to strategic issues on an ad-hoc basis. In addition, scope
for intuitive behaviour was evident within the decision-making interface between councillors and
management. For example, the nature of the decision-making process between councillors and
management played a key part in determining use and level of intuitive behaviour in the setting of

strategic goal.

Long-term perspective and change — The normative view that strategy should incorporate long-
term perspective into current decision-making was supported in practice by the territorial
authorities. Most factored future considerations into their strategic planning initiatives through
identifying important issues in the external environment. However, the methods and criteria used
for identifying and prioritizing the critical issues were ill-defined. In most cases, the linkage
between strategic issues and strategic goals was difficult to make. Writers recognized that this
could impact on the ability to make strategic choices in the light of a mismatch between strategic

goals and the external environment.

While councils adopted clearly defined methods for identifying longer term strategic issues (e.g.
SWOT analysis and/or political agenda) their response in terms of controlling those issues was
mixed. This was consistent with strategic theory that identified two potential approaches for
responding to external issues. The first approach saw the management staff adopting the attitude
that shaping the external environment would enhance strategic performance. Examples of
strategic goals geared around shaping the external environment included PNCC’s educational/ life
long learning theme, and NSCC’s land-use development planning. However, it is always
questionable whether the desired outcomes will be achieved using this approach given the limits

of forecasting and the complex external dynamics.
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The territorial authorities combined the above approach with the acknowledgement that they
needed to equip the organization and the communities with the ability to respond, adapt and/or

cope more effectively with future change in the external environment.

Finally, the generally conservative approach registered on the continuums of strategic approach
reflected the caution of councils in moving from existing structures and processes for dealing with
the long term and change. While the councils studied built on known trends and issues in an
incremental manner, there was an acknowledgement for the need to break from conservative
practice. For example, most were beginning to focus on building competency as a means of
dealing with change. In addition, some of the strategic plans researched had elements of
opportunity-seeking with some strategic goals being built on perceived strengths, such as caring

communities and/or existing industry.

Resource allocation — Theorists and business managers recognize that most companies have
‘core business’ or ‘core service’ that is based on a distinctive skill set and asset base. It is
acknowledged that developing a clear understanding and agreeable commitment to the ‘core

service’ may not always be straightforward.

All of the councils identified (to varying degrees) with the notion of aligning the organization to
the provision of core service. In addition, management felt that strategic planning had assisted in
consolidating the understanding of the council’s role in providing services to the community.
Strategic planning provided a decision-making framework that focused the council’s role against
the broader context of a changing external environment. For example, PNCC envisage the
strategic plan as providing greater transparency regarding the sale or purchase of significant

assets.

An important aspect of understanding a council’s core service is the need to continually align the
organization with its external environment. The territorial authorities had not defined or

developed performance feedback mechanisms to ensure a continual alignment.

In addition to defining the council’s role, the more detailed plans also provided a focus on the
organization’s resources in terms of allocation and capability. For example, NSCC’s strategic
plan placed an emphasis on long-term financial planning by requiring a fit between the council’s
strategic goals and its financial resources. However, the councils did not place a similar
emphasis on building external resource, such as the emphasis placed on strategic alliances formed

in the private business sector.

Business discipline - All the case studies held the view that strategic planning should provide a
framework to guide decision-making and impose disciplines of thoughtfulness and consistency in

107



management. For example, the development of long-term financial strategies within the strategic

planning processes represented one method used for achieving business discipline.

However, tensions within the strategic planning process could influence its degree of effectiveness

in improving business disciplines. The key tensions observed related to:

. ownership and buy-in to the strategic planning initiative

. formulation of the strategic goals

. short term expedience versus medium to longer term considerations.

Firstly, strategic theorists identified the learning curve that organizations go through as they
implement strategic planning for the first time. Many of the tensions that were evident within the
case studies’ initiatives were attributable to the lack of practical experience of strategic planning.
For example, most of the management staff interviewed acknowledged that they would do things
slightly differently a second time around. In addition, while most of the approaches covered the
salient aspects of strategic theory, they were also measured in terms of acknowledging that the
process could be further improved.

The formulation of strategic goals and short versus longer term considerations relate to aspects of
strategic approach that could be improved as the councils gain more experience. Tension
developed between the senior decision-makers regarding the formulation of strategic goals. This
mirrored the more widely acknowledged problem associated with defining the management and
political decision-making boundaries. Most of the case studies had factored this tension into their
processes through implementing highly inclusive visioning and educational processes. Arguably,
one TA had a strategic plan that was perceived by politicians as not representing a balanced
political agenda. The comprehensive nature of the strategic plan created an obstacle to re-define

the strategic goals to accommodate the changing political agenda.

Finally, the comprehensive nature of some of the plans, combined with a lack of strategic
performance measurement processes, creates an environment where short term actions override
strategic thinking. For example, the lack of strategic measures provides too little accountability

of senior decision-makers.
Has strategic planning been adapted to suit the purposes of a territorial authority?

While territorial authorities have only recently become involved in formalised approaches to
strategic planning there are some subtle adaptations have occurred compared with private sector

initiatives.
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The adaptations relate to the territorial authorities treatment of the visioning process and the
derivation of strategic goals. Private sector strategic theory identifies the need for the vision
process to align people and ideas by creating a common identity and a shared sense of purpose.
A private company can be autocratic in the way it achieves this. On the other hand, territorial
authorities are presented with the additional challenge of aligning people and ideas in a

democratic context.

The territorial authorities recognized that citizens needed to be involved in the process of
identifying the strategic direction of their communities. Principles of democracy and local
government’s role in sustaining and possibly extending democracy provided the motivation for
doing so. In addition, the specific requirements of strategic planning, such as the need to generate
strategic goals, shaped the vision process. For example, most of the visioning processes

represented a variation (albeit an improvement) over previous consultative processes.

The specific differences in approach for deriving the vision have been presented below as
examples of practice. The common difference between these approaches and strategic theory is

that they satisfy the requirement for democracy.

. NSCC used a scientific survey approach for involving the community in identifying and
prioritizing the city’s key issues. While this approach allowed a greater number of
residents to participate in shaping the city’s future, it did generate suspicion and non-

acceptance of results from politicians and some members of the community.

. WCC used a politically derived vision based on an elected mandate and handed down to the
organization to implement. This style of visioning is the closest approximation to what
could occur in the private business sector. While the style of visioning provided strong
political impetus to the strategic planning process, it also had the potential for conflict
between councillors and management due to the interpretation of the vision. In addition
strong political vision will always have a number of detractors, especially as the vision

process is more likely to alienate significant community groups.

. PNCC used a vision process involving a wide buy-in from politicians, community groups,
private enterprise, and individuals. While this approach decreased the level of opposition
to the vision and enabled issues to be explored with a degree of political rigour, the process

diluted the strategic goals through a process of consensus.
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6.2 Role of Strategic Planning

The following section is centred on research objectives three and four. This section draws upon
the ‘assessment of the role of strategic planning’ research results presented in chapter 5, section
5.3, and relevant theory in chapters two and four. This section investigates the underlying
purpose for why strategic planning has been adopted and how it might best be utilized within a

territorial authority.

What is the perceived role of strategic planning in both governance of a territorial authority

and the management of the corporate entity?

Observing the strategic plans in isolation of any discussion with council management or
politicians provided an array of reasons for adopting strategic planning. Common elements

drawn from the strategic documents included:

. strategic planning involves consideration of a longer term planning horizon
. establishes a direction or vision for the community
. establish priorities and reflect these through appropriate resource allocation

. integrate planning frameworks

' co-ordinate operational planning initiatives
. objective and goal setting
. achieve community buy-in to the council’s programmes.

In practice, strategic planning initiatives of councils would have benefited from centering their
range of expectations into simple statements of purpose. While strategic planning theory
comprises many elements, private sector business generally grounded strategic planning on the
notion of improving competitive advantage. It seemed that the case studies either had difficulty in
finding a public sector equivalent to ‘competitive advantage’ or had entered into the process

without considering the need for a clear and simple focus.

From the interviews with management staff and councillors, the councils’ expectations for the

role of strategic planning could be underpinned by three simple themes. These are:
. align the organization with community aspirations
. enhance the provision of service to the community

. impose further business disciplines.
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While these themes have a mutually inclusive relationship, they could all be used either
independently or jointly as a higher-level purpose for strategic planning. It is possible that the
particular use of these themes may create an emphasis on the role of strategic planning. For
example, under the theme of aligning the organization with community aspirations, strategic

planning could focus on issues surrounding governance and corporate decision-making.

However, whatever emphasis that is created by a higher level sense of purpose, there is a number
of factors that should remain constant in any strategic approach. The only variation occurring

within a strategic approach will be the degree of application of each of these factors described

below:

. imposing disciplines on decision-making processes
* generation of strategic goals

. operationalizing strategic goals

. improving organizational performance

. defining what services are required

. extending democratic process.

Transparency in decision-making was identified at two levels, the first being the processes of
deciding higher-level policy and the second being the influence of strategic planning on
operational decision making. The mixed messages that were transmitted between officers and
councillors highlighted the different expectations held by each group. On one hand, management
staff held the firm expectation that strategic planning would provide a framework within which all
higher level policy decisions would be assessed. It was clear that management staff held the
expectation that strategic planning should provide a transparency and clarity of the role of council

and the services to be provided.

Councillors on the other hand, held mixed views, with a minority advocating strategic planning as
a means of imposing more discipline within the decision-making processes. However, many
councillors were concerned about losing flexibility in decision-making under strategic planning.
Reasons behind this stance included the overly-complex nature of the strategic plan, the existing
comfort councillors had with the Annual Plan process, and the greater flexibility it provides for
changing policy. For example, the Annual Plan process is a relatively crude way of prioritizing
resource allocation when compared to a well-executed strategic planning process. As such, it is

possibly an easier process to capture in terms of passing marginal policy.
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The gap between the expectations of management and councillors constitutes a serious problem in
utilising a strategic plan as a tool for decision-making. For without both management staff and
councillors having a consistent and clear notion of their respective roles, the on-going process of
decision-making will never be truly strategic in nature. While at some level a general sense of
strategic direction may be derived from the process, the day-to-day disciplines imposed by
strategic planning on decision-making will always be questionable. Writers on strategic theory
identify the need to be able to translate strategic plans to an operational level. For this to occur in
a territorial authority, both management staff and councillors need to either understand the
strategic direction of the plan or at least have the ability to think strategically when acting

operationally.

Within each case study the process of setting strategic goals highlighted the informal and
undefined decision-making boundary between management and councillors. In each council the
vision process provided the key mechanism for reaching agreement between councillors,
management and the community. While these processes tended to be informal and highly
dynamic, degrees of influence over the role of participants in the process had occurred in two

ways.

Firstly, the vision processes that were highly inclusive and substantial in terms of organization
effort, tended to provide participants with a gradual appreciation for stategic planning. However,
the strategic goals from the extended and highly inclusive processes tended to be vague. The
second approach saw WCC'’s political leadership generate a distinct vision. In this instance

councillors and management seemed to have more clarity in their respective roles.

The ability for management to tailor and justify its operational actions in terms of achieving
predefined strategic outcomes was an important expectation that they held. The strategic
documents also provided evidence that this link was being sought. For example, most of the
strategic planning documents had identified actions, such as projects, to help achieve the strategic

goals.

It was at this operational level that performance measures associated with the strategic planning
initiatives were being struck. Typically these measures could be associated with short term
operational activities such as operational efficiency, budget control and project management.
Neither councillors nor management were not aligned with theorists with regard to implementing
strategic performance process. This would be typical amongst all the territorial authorities in
New Zealand and represents a significant challenge to maximising the benefits of strategic

planning. Councillors and possibly CEOs have a vested interest in not producing strategic
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performance measures, because by not producing them they decrease their accountability to the

community.

The implications of not having strategic performance measures are also associated with issues
surrounding the quality of decision-making. While councils expected their strategic plans to
improve the quality of decision-making via the disciplines of a decision-making framework, they
had not addressed issues of measuring the effectiveness of policy decisions. In addition, the
territorial authorities often struggled to provide a link between strategic performance, strategic
issues and strategic goals. This could cause a problem if the risks attached to a particular issue

were not be effectively internalised in the strategic decision-making.

While strategic performance measures had not been derived the management staff and councillors
recognised the need to factor in the community’s aspirations into their strategic goal-setting
processes. In doing so they had informally internalised issues of risk into the strategic process.
The desire to extend democratic practice rather than implement theory relevant to strategic

performance measurement provided the key motivation for involving the community.

6.3 Role and Context — compatibility of strategic planning

What is the relationship between the role of strategic planning and the institutional context

that it is being applied within?

This section is centered on research objective 6 and draws upon the research results presented in
chapter 5, figure 5.4. The findings indicate that a relationship between the institutional context
and the role of strategic planning exists as suggested by ‘context matrix’. The findings of each
territorial authorities’ position within the matrix was consistent with an intuitive estimate.
However, the crude nature of the matrix precluded a more accurate rational assessment of any
relationship between role and context. Theory relating to organizational dynamics that may have
enriched the research by adding a further dimension to the influences on decision-making

processes, was not explored.

However, a basic relationship could be drawn suggesting that if a territorial authority wishes to
adopt a wide role for strategic planning then it must satisfy two basic conditions in order to
succeed. The first condition is that a territorial authority must be pro-active in its policy
statements and more importantly its actions in extending democracy. The second condition is that
a territorial authority requires a high level of co-operation, understanding and trust between

management staff and councillors.
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6.3 Key Research Findings

The following questions provide a focus on the essential research findings and their contribution
to answering the research problem: is strategic planning useful to territorial authorities for policy

and decision-making? The questions are:

. is the exercise of strategic planning a worthwhile endeavour for territorial authorities based

on the research observations?
. is it possible to adapt strategic planning in a context of local democracy?
. what are the prospects for strategic planning?

Strategic planning can be a worthwhile exercise to territorial authorities if it is used in a broad
role as identified in chapter four. However, there are a number of significant challenges to
overcome before any sense of progress can be attributed to strategic planning. The critical

elements that are problematic include:

J the strategic decision-making processes were not defined and were a source of tension and
uncertainty. Management staff and councillors operated in an environment where the
boundaries between who made decisions of a strategic nature and who was responsible for

those decisions was dynamic.

. strategic performance measures and processes were not developed enough to be of use for
strategic planning. This has negative implications for determining accountability for

strategic decisions and including the appropriate level of risk in those decisions.

. a risk of the territorial authority’s strategic planning processes and documents becoming
overly comprehensive. Successful strategic planning is linked to the use of both rational
and intuitive process. The institutional context of local government tends towards
bureaucratic behavior and the desire for transparency in decision-making. These factors

can stifle the use of intuitive anticipatory behavior.

. the pressures of making the strategic planning process democratic made it increasingly
difficult to develop meaningful strategic goals. The visioning processes were generally
influenced by political agenda. This agenda did not always reconcile with the significant
issues that should be addressed within the strategic plans. Equally, the pressures of
including and understanding the diverse views of the community in the goal setting process

creates a unique set of challenges.

. the centralised nature of strategic planning does not fit comfortably with forms of

democracy involving devolution and/or decentralization. Although centralized control of
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strategy can be combined with goals and actions derived from the community, it involves a

higher a degree of management staff input.

. Territorial authorities do not have a lot of organisational experience in strategic planning
and encounter many difficulties with implementation. Local government will need to build
on its knowledge based on the practical experience of territorial authorities implementing

strategic planning.

Despite these challenges strategic planning can be useful to territorial authorities if change
involving the private business sector strategic model and the institutional context of local
government can occur. For example, an important adaptation to the strategic model involves
customising the visioning process to allow for effective and efficient participation by the
community. An important change in the institutional context involves management staff and
councillors having their roles defined in a way that allows for a clearly understood strategic
decision making process. Combining these changes could see the quality of the strategic agenda

improve along with improved feedback on the community’s priorities within this agenda.

Finally, prospects for the continued use and development of strategic planning within territorial
authorities are uncertain. A combination of legislative change and the difficulty in assessing the
benefits of the current strategic planning initiatives fuels this uncertainty. At the time of
conducting this research an amendment of the LGA 1974 was being drafted. The amendment
focused on further improving the financial management accountability of territorial authorities,
requiring amongst other things a long term financial strategy (LTFS). It is possible that many
territorial authorities will look to the legislation when defining their planning requirements. As

such, the LTFS may supplant the broader role of strategic planning identified in this research.

In addition, a number of other issues either create a negative impression of strategic planning or
create obstacles for addressing many of the challenges that confront territorial authorities . These
issues include the resistance of councillors towards change, the lack of any legislative pressure on
defining the role of councillors, a poor political perception of the strategic plans and the difficulty

with implementing these plans.

Although strategic planning faces significant challenges in terms of implementation and the
definition of what constitutes strategic planning in local government, it still provides an excellent
means of framing both internal and external issues for decision-makers, including the community.
At the very least, it encourages participants to think about the issues that normally fall outside of

standard practice and process.
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6.4 Research Limitations
Significant factors that potentially limit the quality of research findings are as follows:
. the qualitative methods adopted for the study introduce researcher bias

. the quantitative methods used, such as the scoring of attributes from the plans, means that

some level of information is not captured in the presentation of research results
. the small number of case studies used in this research
. unavailability of New Zealand local authority strategic planning case studies.

The important limitations within the qualitative methods used were the scoring of the database
criteria and the interview process. Scoring the database involved this researchers’ subjective
judgement on the position each case study took on each political and strategic approach
continuum. This introduces the possibility of a variation in the interpretation and treatment of
criteria taken from the strategic plans. However, methods used in this research attempt to

minimize these problems and provide transparency as to the derivation of results.

As interviews were conducted in a semi-structured manner, it allowed the interviewer and
respondent a degree of latitude with the questions and answers provided. An advantage of this
method is that the interviewer can be flexible with the timing and manner in which a question is
approached. This allowed the respondent to contribute more effectively. However, the quality of
data obtained from the interview is dependent on the skill of the interviewer. The problems
experienced by this researcher in the interview process included, the limited amount of time
available to interview respondents (i.e. between one and 1 1/2 hours), the recall for some of the
questions was strained at times leaving some questions unanswered, the difficulty of both keeping
the interview focused and ensuring the questions were captured. This researcher employed a
number of techniques to reduce these problems including: repetition of questions, refocusing the
respondent, keeping the interview moving and returning to difficult questions at a later point in

the interview.

The quantitative methods used in the study provide an excellent means of translating a large
amount of qualitative data into a digestible and transparent format. However during the process
of conversion a degree of information loss occurs. For example, assumptions made on the
weightings assigned to the qualitative data could potentially mask or distort actual practice. To
reduce information loss all the information sources were read in a concentrated session followed

by the immediate recording of the findings against the research criteria contained in the database.
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The small number of case studies limits the degree of drawing conclusions for local government
as a whole. However, as the case study councils represent a cross section of approach to

strategic planning there is no reason why their experiences cannot be transferable to other

territorial authorities.

When researching literature for this study there was not a prolific quantity of academic material
relating to the adaptation of private sector strategic planning practice to local government. Nor
was there a great deal of case study material relating to the experiences of local government in
New Zealand in adopting private sector strategic planning. The lack of literature and case study
material limited the pool of academic thinking available to this researcher. As a consequence the

research tends to have a wider focus.

While the research results tended to clump most of the councils together this researcher was
aware that the expectations of strategic planning and consequently the process itself were
changing rapidly. This was perhaps due to the officers and councillors gaining more knowledge
and more importantly practical experience in strategic planning. In fact, Ansoff warned of the
potential problems faced by organisations that had a lack of political and organizational

experience with strategic planning.

Finally, assumptions were often made regarding the actions and thoughts of many in the council.
This researcher made subjective assessment as to the use of interview comments that expressed an
opinion or passed judgement for other individuals (e.g. a councillor making a comment regarding
the thoughts of other councillors). In general, this researcher felt that the senior management
interviewed could speak on behalf of other employees, while comments passed by councillors

were more carefully scrutinized.

6.5 Future Research
This researcher considers the following points could be considered in future research:

. revisit the case studies to assess the change in practice that has occurred and the outcomes
of strategic planning.

. reassess the relationship between the institutional context and the role of strategic planning
by including current theory and case study analysis of TA practice and broadening the
study of institutional context to include decision-making dynamics of large organizations.
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Politicians — A balance of both.

Officer, a balance of both

Politicians — leaning towardsl

community values

Officer, a balance of both

Politicians — leaning towards|

community values
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9

10

Ls there intent to devolv
ome decision making t
community boards/ War
Committees.

o. Ward Committees aref2
enerally not very vocal —
Ithough they have not been
tablished that long. Thein
nput to the City Vision was|
imited Brown p5. Delegation
pf powers is raised triennially.

officer  pg.
boar

ubmissions are treated in

0 —
.....community
to  publid

imilar ~ way

ubmissions. ‘Increased
decision making discretion to
community boards
off’,

mentioned in the ‘Greenprint |

is along
way however it s
something to work

FS a
owards (pg. 18).

INo — and they don’t exist

Organizationally resistance
due to Strategic plan seen to

be compromised

Politically Yes 2

esearchers intuitive feel
for position on the political

continuum.

This Council possibly sits tof2
he left of point.

Commitment to the community]

mid

s about customer focus and,
political decision making and|
egislative compliance.

Council has a strong politicali4
platform based around agenda
P1. Organization seems tof

getting behind it.

\Very conservative council —
councilors interested in
decision making mandate

community not  politically}

motivated -

2

Current council seems to be3

plit between a role of being

he ‘decision makers' for North

hore and bringing abou
evolution. | suspect th

evolution camp have
epresentative style of demos

or the CB's in mind.
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11

[What evidence is there offfocus on core

Retrenchment in

Councils services.

Review of core service

Political mood.

services. The Bus company|
was sold. User pays was puf]
fo the vote at the strategic

block voted. Political mood i

planning workshop — officeq
cautious but in agreement with

corporate driven initiatives.

lsignificance and a mood for

going it alone.

role and2 |JA  political mood  for5 |A political mood exists 0;12 he strategic plan has bee
commitment to Centraljustification of that role| [ollaborating with Centrall funing in to the responsibilitie repared with operationa
Government market driveniCouncil will be divesting assets| Government regarding nationall [fthat may be devolved directly] finkage — providing a clearn
philosophies? used to provide non-essential| fissues with regionall por indirectly from central govt. | |mandate by which officers can

progress with managing the

city and allocating resources.
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Appendix I Strategic Planning Initiatives — Not Consistent Vs Consistent with Theory

trategic Palmerston [Waitakere IMasterton [North Shore Bl5 e
lanning
nitiatives
Will strategic [Key performance measures ar Specific performance measures not yefli [Document recognizes the need for0 [Yes - due to the identification of 0 0
planning put isted in for each activity in th formulated.  General strategic action| fmonitoring & evaluation of achievement of| [specific actions called for in thej
trategic plan. The effectiveness of| [areas over next one to three years for| fommon goals. No detail yet. SP.
s he measures will largely depend on| feach of the key focus areas in the
performance  how they are reported to the senior  strategic plan. These could form the basis
criteria & xecutives, public and councillors| fof more specific operational pertormancJ
evaluation? d the level of management [ndicators
ommitment fo improving the
easures
In a broad ocument focuses on financiald |Document focuses on underpinning? [Focus is on fiscal responsibility and asseffi [Focus is on outlining a broad 0
sense, what cenarios — fiscal responsibility, and  philosophies that will assist in providing fnanagement. Does provide underpinning fprogram for the next 20 years
key result areas. ln integrated framework upon which{ |philosophies for decision making. The plan] |pased on prioritized issues
does the detailed policies and plans can fit. Th does not reflect these philosophies clearly inf  [vision - developed into goals)
Strategic plan Hocument has yet 1o be developed in thel  joutcome areas. bnd identifies the means for
focus on? lrea of identifying an appropriat lchieving  vision  (financial

organizational structure, skill sets an

resources required to achieve an

ntegrated framework.

program) and some specific
actions and roles for Council.

127



How have the
community
been included
in the process?

City Vision' consultation compris
of workshops with key organizations
P50 submissions received fr
general public, public survey of view
pn city future, draft ‘City Vision
document circulated. (variable 58)

The Greenprint draft is principally a visionf2 The document recognizes the inclusion offt

document providing broad principles &

tions that have been derived fr

itical action. The document sells th
ision based on Agenda 21, RMA, T o

, & LGA. The public is being consulted
hrough a variety of methods falling
putside of past practice.

the public as the corner stone of the strategic
plan. Consultation has been in line with they
Annual Plan process.

es - Questionnaire sent to allp
residents & businesses with

[B472 responses,

12 focus group meetings with 6|
different groups.

How does the
Flrategic plan
deal with
political
change?

The strategic plan & ‘City Vision' areid
up for review. Broad agreement ony
prioritization of the key sirategic
drivers. The financial driver h:
priority over the other drivers. Th
use of vision scenarios provides
more  flexibility within forecastinij
Bottom up approach (vision a |

proader & less prescriptive than
North Shore).

Recognizes that the strategic plan is for

5 to 20 years, providing a range not a
ixed term. This recognizes by default
hat the agenda can change in the
uture. However, there is no mechanism
or incorporating change. Vision is
itically loaded;
hange in the plan could be radical.

therefore, future

lanning processes are not in place to
ope with possible change. Top down

proach.

=

Politicians place the Annual Plan above thef!
Strategic Plan in the hierarchy of decision
making. They have the discretion to ignor
he Strategic Plan. The document flags th
[ comprehensively review th

ntent 1o
Strategic  Plan  triennially. Top down)|

ppproach

A monitoring & review feedbac
mechanism is identified in th
document.
practical sense If th

However in

sumptions change e.g. 1

ridge is included as the major]
ssue then the document has tof
reworked (goals, actions and
inancials). This complex taskf
ue to the detailed nature of the|
lan and its many linkages with
ther documents, oth
trategic plan documents. H
seful and how appropriate is
he document to the political
rocess - how do the politicians
se it, and accep! it (values,

ssues, the validity of a survey,
he highly rational nature of the|
trategic Planning method)?
op down approach.
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Is the strategic [City Vision process is not rominef [‘lo, process is looking to be morell [Yes; However the SP is looking 1o integrate]t [No - ground breaking exercise | D 0
blanning inking activities to key results o nclusive of both the community and staff. | jexisting programs, projects and reviews
. Mision has not been done before.

process routine
r’n nature?

as strategic 'Yes! Talk of restructure due to thed Not discussed in the document. 1 Not discussed in detail, however underf2 ot discussed in Doc P b 1

lanning put ktrategic plan(CC) prganizational outcomes there is mention of

formulaling an organization developmen

resswe on [strategy that is in sync with the strategic rol

rganizational of council.

tructure?
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What are the
corporate

E‘lpacts of
rategic
planning?

lls not addressed in the stralegid
plan, apart from loose key

performance measures.

The strategic plan does not isolai:
key organizational issues, nor does i
Imake reference to a corporate plan

n

s not addressed in the strategic plan

reenprit.  does nol
ganizational

xternal) nor does it refer to a Corporat
Plan.

from loose Strategic action areas.

isolate  key

issues (they are aj

The role of Council is addressed - impact

!

bn what and how council goes about it
business is 1o be further developed.

he Council as an organization2
s a siralegic ouicome area in
he plan. It talks very generally
the need 1o recogniz
['modern j
proaches
frategic

human  resourc

necessary forl

financial
fmanagement and ass
fmanagement”. Service deli

proach and arrangements
e identified as a role o
council (section 12.4).

thrust,
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0

ow are jagrammatically, and  throughi4 |[Diagram shows relationships betw: [Jiagramrnaﬁcally pg7. Relationship betw Diagrammatically pg12. Al
inkages trategic issues identified within anning documents as being fluid, wil he annual plan and strategic plan is defin program of current plans and|
h activity he strategic guidelines & strategic acti The annual plan will shape the strategic pl plans to be developed under]
ormulated eas derived from the vision. Thes over time, placing considerable significancel [fthe umbrella of the sirategic
etween the guidelines form the basis for more fn the annual plan. The sirategic plan| |plan is given.
trategic plan Hetailed polices and plans. Linkage is| [Jprovides a vehicle for considering longer-|
other rather loose in the document. lerm issues more rigorously. However,
blanning politicians do not expect to be bound by it!
documents? ha
Is there ICEQ - small corporate strategicd [Politically driven, with a small group off3 [Some senior councillors, the Mayor, and &2 [Large resource allocation -2
brganizational planning management team, - small fcommitted officers.  CEO in middle [small number of officers. trong buy in from previous|
b omitmarids number of Councillors dissatisfi ground - supporlive yet wary of balance & council. CEO gave qualified
with the Annual Plan.  Gradu. organization ability to deliver. jsupport.
strategic process of Lunchtime seminars 19
planning? pring staff & Councillors on board
IRole of the CEO championed strategic plannings [Not a strong role has freed resource for2 [CEO- limited ICEQ limited 2
CEO — Identified the need for a long term| [the initiative.
e butlook and consideration of thel
Organizdtion's bigger picture. Set up a strategic
Initiation to blanning unit based around thel
Istrategic ICEO's office.
planning
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—

he ‘Great Big Lists'(pg11 strategi reenprint does not prioritize goals. It 2 [Outcomes are prioritized, High Medium Low. 2 omplex - the visioning (goall4 0
lan) is not unlike an annual pl however identify issues & goals for efing) process established

Is there
prioritization of
Goals?

xercise, where the prioritizing of h of the 7 key focus areas under the riorities. Questionnaire ranked
rojects is ‘black box decisi general  subheadings of  social, espondent's preferences,
aking (the criteria used f leconomic, and environment. ich forms the basis of theg
electing the projects is not clearl outcome areas.
inked to the strategic drivers, issue
d goals). Not explicit as to h
he major projects selected wil
hieve the key result areas.

ey result areas, activity goals, and
tralegic issues are not prioritized.

e lack of prioritization is reflected
n the strategic financial options in
hat they don't reflect level of vision
goal achievement
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N

Use of vision?

rmemad organizational resourcing

ision generation process is intense,
d is linked clearly linked to th
trategic  plan. However it:
hievernent via, financial,

pperational service delivery, and

decision is not clear.

The vision 1o issues link is diffusel
e. have strategic issues been)
derived from the city vision process?

reenprint consists of two sections, Th
irst is vision & how vision shapes, th
ole of Council, policy-making criteria, an
erational principles. The secon
ection identifies the 7 key focus ar
d the strategic action areas for each
i.e. policy & goals and possible Council|
tions)

The districts people
The physical environment
The districts economy

The Council as an organization.

underpin the strategic outcomes.

The vision has been considered in terms off2
Firategic outcomes categorized into:

Agenda 21 and the plans key assumptions

The vision process is inclusivj)
survey) The document i
pelatively complex compared 1o

he other case studies. It is|

ased on devoling resources 1o
scenarios being, Status Quo,
iies people, cities economy,
ities environment.

he wvision is extremel
ocused, requiring a moderat
ree  of intellect 1
nderstand it (surve
rofessional bias). The visio
s 1lotally integrated into th
ody of the strategic plan. Th
riorities established from th
ision process are applied
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3[Explanation of |-ong term emphasis 10 years, futur reenprint is explicit about “why” they are[3 |Reforms require the need 1o carefullyld [The goal is to define thed
LMY strategic erations, emphasis in the righ trategic planning, i.e. pg4 - to achieve| Jntegrate policies & develop integrated |community's vision for North
. eas, No surprises, managin he vision, identify key changes required trategies for council activities. Shore and provide the Counci
planning ources. There is no explici{ for the city & council actions, identifies - | ith the strategic direction 1
2 i dvantages of strategic planning are: abilityf
(predictability, Liatement regarding focusing mportant choices, allows community : E:hieve this vision and man
. o program in advance; use the annual plan
understanding, perceived strengths and the purpose| jnvolvement in setting of targets to o mom: illecive il Aoe W change over the next 20 years.
competitive or doing so (although it is evi hieve goals, sets the long tem direction o long e cbjectes; sbnce [The  viikh  pioiides, B
advantage) ey are =g educfa.ﬂon). i e AR B 20 years " an umones community support for councils current andl  [Objectives with  associated
perceived compelitive advantage 1o ument to guide detailed policy & plans oy tem program, and clarily long ten) koals, a  framework  for
fhe community through focusing th finally provides a big picture. uncing recuilremenita; Eemiticent dbisieni:
city efforts? The City Developmen borporate strategy thaj
Act‘ivi!y ackttlmfvledges sompsion ¥ festablishes  priorities  and
Heksimeo ineves, guidance to the annual plan
process, inlegrates corporate
district planning, fosters
coordinated approach to futu
planning  across  Counci
departments.
4lDefinition of  |Purpose of strategic planning is tod |Pg. 4 as above 3 |Provides a framework upon which sub2 [Establishes  direction  andd
strategic pell out Council’s role in helping 1o ordinate plans are prepared. Establishes| [framework for the city and
. hieve vision, and specify th desired outcomes and priorities Pg. 7. Council's other plans|
planning E‘nmies and funding required for th Concerned with shaping th
provided hext 10 years. uture now nol in a detai

anner but rather a set o
uidelines and visions, th
acilitate the management of
hange by the setting of lon
erm goals 1o allocate resource
nto right areas.
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5|ls the strategic [Yes (7/10)- check for the role/ issueld rm explicit (3/10) Check for role - issue2
i

ot explicit, however the SP talks abou

[The external environment isP3-

problem of, inkage. nkage ssigning priority 10 issues and co-ordinati factored in via the SWO
ctivities  thereby reducing risk off fanalysis (i.e. part of the visio
uncertainty & Linnecessary expenditure. Pg12 process). The vision fies i
business fit E::od linkage between the role of Counci _ . _ Well with the outcomes requin
: i They associate Council role with outcomes,
with External S . however the outcomes are nol associated R St i Bee:
environment robustly to specific issues. 4/10 POl oo, R sl
plan only deals with uncertaintyf
aCknOWledgec' through the identification of|
? threats in the SWOT analysis.
Uncertainty is not dealt with|
through organizational|
Fesponsiveness.(6/10)
6lAre Goals Yes - at an activity level 5 |Yes - for each key focus area 5 No goals - however there are strategici3 [Yes - Strategic Outcomes. 5
Hefined? outcomes that are prioritized and the role 01
Council in achieving the oulcomes is
dentified. The outcomes are not linked in
he plan to operational activities.
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Form and
content of the
plan.

The city vision is a distinct process.

The strategic plan is a well
ktructured  document that h
developed linkages. The docum

uses  brief discussion not

hroughout, and prompts the
o think about the document content.
ell formatted.

- [Greenprint consists of two sections; the2-
irst is vision & how vision shapes, 1hI
role of council, policy-making criteria,
pperational principles, alliances, and
change stirategy.

The second section consists of, the
focus areas of community, city form
design, Taonga health and safety,
fransport and communications, energy|
resources and waste, and economic
idevelopment.

Document tends to be paternalistic (this i
how its going to be) and tells a story. Th
document is not well linked nor formatted,
Seems 1o have been put together in &

hurry.

e strategic plan (Toward Twenty Twenty
ncorporates vision and the framework withi

e document. The development of vision i
iffuse with Agenda 21 referred as th
undamental underpinning philosophy. Th
ink between the district vision and agend
1 is not clear. The components of visi
People, environment,  Council,
rganization) provide the headings for th
tcomes that the organization is seeking 1o

hieve.
The outcomes are prioritized and associated

rnmh council's role.

The document is fundamentally a vision)
document that also provides some of thel
basic elements for a strategic framework.

irections
ncorporales vision & sirategy
n one document.

The document is|
comprehensive compared 1o
pther case studies. It is broken
jn 4 phases, where are we n
ie. SWOT - includzj
pituational analysis, values 81
mandates), where would we like{
to be (i.e. scenario, priority
building achieved through thel
vision process), what issues do
Wwe need to address (i.e. goal|
outcomes areas), what action
Imust we take to get there (i.e.
[strategic actions, developmen
of plans, identification o
resource allocations)?

The goals/actions are ordered
under the 4 components of
Mision, i.e. compared to listing
putcomes under key counci

This makes thJ
document more difficult 1o

factivities.

nterpret from an operationall
rspeclive.

1995-20156
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8lAre the means
or achieving

Yes - 13 draft rules for achieving
Mision. These make up the sirategid
drivers for the next 10 years, (ie

E Y

Yes — in terms of the 7 Key focus area

land overriding strategic guidelines.

rinancia‘ schedule of strategic projects is nof
i

nked 1o the strategic outcomes.

Vision is achieved through th PP
4 'key element areas’. The lon:

term  financial plan is

he vision However the means of achieving th
dentified? How wo: Wil get there) iy trategic outcomes have yet 1o be develop Ravslopec, tonae
entified? JAI The change strategy identifies the need . inkage/commitment  between
so a section on financial strategy, ) . hrough more detailed strategic and assef
for a long-term financial plan and assef he actions & financials ard|
principles & model. fmanagement plans. The 4 components o
Imanagement plans. il ) ) inclear.
vision list strategies for attaining outcomes,
.e.. future policy & plan development.
No in terms of the operational and
financial links are not yet developed.
olis there a Nes - very distinct ends in the Vision.5_[The means are still 1o be developed, thef2 [Outcomes are diffuse, means to befl |Yes- Key policy questions —6 b p
separation of lends are clear. developed. objectives — actions (These linid
lo the long-term financials).
means and
ends?
ODoes the [Yes — 18 activity areas identified Not directly, but through 7 key focus No Not direcily - but through the 414 0
trategic plan being required by Council to play rreas derived from the mission & linked 1o vision key elements.  Th
th Fole in achieving the City Vision. he role of Council. kctions scope the role o
ope the
P ICouncil, along with servic
rganization delivery  clarification  (i.e.
ctivities? Councils role) for each key sul

rlernem,
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however3-

1{Are the goals |[Yes there is a loose fink via the 10J3- [The need for a long-term financial plan is No P Not directly -
or each Year financial model.  Howevery Ldemiﬁed, Activity prioritization is non objectives and actions' (looselyd
tivi fivity prioritization is non-existent, xistent, along with organizational sociated with activity areas)
clivity d organizational resource level resource levels e.g. staff skills , support ave been costed and included
atched to .g. staff skills, support activities arel [activities non existent n the financials.
esources in  jot discussed.
he strategic
plan?
2IDoes the Yes - however not explicit B No-tobe developed 1 [Schedule of Key projects 2 [Yes — Strategic plan translatesid-
trategic plan flo annual budget. 5
llocate
esource?
Performance measures, and Keyd- [Key focus areas, drivers 3 |Agenda 21 = principle values, not clearly? [Values expressed throughd

3|Are values and
expectations
explicit?

result areas, Drivers

5

reflected in Outcomes = expectations.

urveys - moving judgement|
ay from politicians (apart
rom political involvement in th

‘ocus groups that confirmed th

survey).
munity expectations wer

indings in the

t with in phase two wher
munity expeclations,
erceplions and priorities werel

sessed.
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4ils a long-term

he long term financial plan is bas
project identification and n

he issues are covered in introductions
harts for each key focus area, and th

The 20/20 document 'provides the basis’ of3
Ithe long-term focus, being 25 years.

Directions' covers the next 204

years.

irection
ecified? e e ks wasiect 1o be aaed o) INo specifics on timeframes for outcomes. No specifics on timeframes f
: ssue prioritization. ore comprehensive section on the rol WitcarTios: DT
bf council within each key focus area| [More specific on rates requirements and
Council's role is based of primarily on the [strategic projects. More  specific  on rateasJ
Vision. Fequirements and broad capit
fand operational expenditures.
5|Are No - not discussed ? No - not discussed 2 [The strategic plan touches on organizationalf2- [The council as an organization{3-
Organizational outcomes as one of the 4 vision outcom s identified as a key elementy
| S lareas, albeit very general.  However, th comprising of strategici
fmplications formulation of an organizational development] jutcome areas. It covers|
discussed? trategy to match Council's strategic role is] [democratic ~process, treaty
Eagged (pg23). ssues, human resources,
ervice delivery approach,
financial management, and
ppsset management.
6[Managing No - not discussed, However, thed [No - not discussed - change strategy [No - not discussed. However, the plan notesp No - not discussed however @2
organizalional definition in the plan leans towards Lz:ks about long term financial plan and [the requirement of a corporate structuref fhe plan is leaning towards &
pbalanced approach, planning wher set management plans. \which enables innovative and quick responsel  jplanned approach.
change possible and relying on) lo legislative change. )
(Planned v prganizational responsiveness for| H AR i
he next 20 years. | am unsurel
Emergent). ppesed evers. hat the strategic plan truly
resses this goal. The entin
lan is more about setling ]
riorilized program.
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~J

[02]

A Rational or |Leaning to rational 5 JLeaning towards Non-rational 1 |Rational R Rational  Process - 1h b
Non Rational rioritization of the key outcom
eas through survey (focu
Process? -
groups - more subjective).

omprehensiv [Leaning towards comprehensive i The plan is largely issue driven. E [Balance - issues are in the background, and2 |issue driven — backed by ab5 1]

b or issue hat the process has many dri LI:. prioritization of long term expenditure is| jcomprehensive methodology
ncluding issues for justifying th ident.

driven plan? a2
P ong-term financial plan. |ssues ar

ot linked in well with; the long-term
capital program, and the goals of
leach council activity. The issues ar

not dealt with using a resolution
focus, i.e. issues — goals — actions
This would facilitate a link with ‘vision|
hievement. Only 2 of the 13

trategic drivers link with the
trategic issues
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9Does the plan
provide a
framework?

Ves, and the plan states for th
ollowing reasons; for identifying

ult areas and linking to Counci

tivities, for politically justifying
financial plan, for identifying 1
decision making criteria implicit in
project selection (although unclear))
dentifying the relationship between
fthe planning processes (i.e. SP, DP,
AP, other plans, feedback)

‘es, but very loose at this slage, i.e. p
inkage throughout the plan. Documen
tightening up. Provides politician

ith broad decision making criteria,
ramework is very loose 1o be of use 1o
he organization. There is a need for,
resourcing issues fo be addressed, a4
definition of projects and a linkage of|
fthose projects to sirategic goals.

[strategic project program. However, th
framework does not link vision through ta
putcomes. The framework does link

putcomes 1o priorities and role.

es - for community commitment to jZ

es - very tight/ detail
ramework, which  provi
ustification for the 28 outcom

eas.

he framework moves from th

resent 1o a preferred future vij
he vision process. Then
resses the issues that arise
d the actions required 1o
chieve the identified

outcomes.

OHow are
imeframes
ealt with, i.e.
econciling

hort and long e also nestled with these goals.

erm?

he plan indirectly links the sh
%\d long term by discussing sh
erm stralegic initiatives along si

medium to longer-term  goals,
Current activity expenditure profil

It does talk about current action and year|3
[1 to year 3 actions.

generation equity in terms of 25yrs is an)
appropriate timeframe.

Not discussed — however mentions inter-{1

Not addressed in the outcom
Areas, however the plan has
trong financial section tha
Enks to annual budget. Th
Visioning process also
highlighted to participants th
lshort-term financial implicationj
of medium to longer-term goals.
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1|Are goals
inked to
ctions?

es but not in a robust manner

iscussed, i.e. no internal resou

ssues versus external issues. T

dollars, how:
prioritization is unclear.

tivities 1o

jional resource is n

ong term financial plan may lin

Llrot a clear linkage - not sure what goalsp
e being achieved by specific actions|
The plan is not robust in that operation
Fesource is not discussed, i.e. no intern
resource issues versus external issues|
Prioritization of the goals is not given.

0 - the schedule of projects is not linked o
he outcomes/ goals (i.e. no attempt).

[The goals/ actions are order
under the 4 components o

Mision, compared to listin
outcomes under key counci
This makes th
document more difficult 1

jactivities.

jnterpret from an operation:
perspective. Loos
fpssociation of outcome an
with activities (managers ar
faccountable for vision areas)

2

3What
underpins the
framework

(city) was ascertained through

lan based on confirming its role and
tions required to fulfill this role with|

ore focus & discipline.

Direction of the external environmerjﬁ
th

City Vision' process. This allowed
he Council 1o develop the strategic

The framework is underpinned by thef-

Council’s key role in achieving that vision.

Vvision which is Agenda 21 driven and3 fframework for the development of long termi3

IAgenda 21 is identified as providing a usalut?-

objectives. See diagram pg4 MDC strategid]
plan. Council’s role in achieving the vision is|

central to the plan.

The framework is underpinnedd b
by the ‘Choices for the future’
This is th
chilles heel of the entir

urvey process.

trategic plan focusing on th
onger term, core role o
iCouncil, managing chan
form a financial perspective,
ISee method and diagram)

pg108 thesis.
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B

Is the strategy
emergent, i.e.
seize
opportunities,
uncertainty,
change? See
26

he plan is vague enough to allowd
he organization or individuals td

follow through on opportunities.

he green plan is more emergent, in th
does offer and accepls other possib!aj
tralegies for the City, ie pgl5
'recognition that eco-city will be a gradual|
process, involving many small initiatives”.

ncremental program — project schedule, f
here is no development upon philosophies o

genda 21 and any changes required in
council or community approach to issues,

IConservative community.

ome latitude for movement3
ainly via the annual plan|
rocess, i.e. the outcome to
inancial link is open 1o
nierprelation.

5|ls the strategy [nstructive through financiald |Hard to tell because the detall not4 [Hard to tell because the detail is not2 |Leaning more towards a4
deliberate, i.e. commitment. developed on resource coordination, i.e| [developed on resource co-ordination, i.e| [deliberate strategy.
lasset plans, long term financial plan| |asset plans and long term financial plan.
controlled, prioritization of projecis linked to th However, seems 1o be deliberate in terms of|
finstructive? nual plan process not evident. Not sur] he project schedule? Other than this
f and how they are building flexibility into Lverythiﬂg else is rather vague.
here annual plan and long term program.
6|How Politically prescriptive - it guide Prescriptive to the degree of providing3 [Prescriptive in terms of prioritizing theft [Prescriptive in  terms ofd

prescriptive is
the plan?

prescriptive to the organization ab

he means. The vision is balan

ith some prescriptive elements (this

s what you should do) & the
eral

politicians on expenditure decision
g the big wish list. Les

kstrategic action areas for 1-3yrs. Vision is
prescriptive — spells out the things tha
need 1o happen thereby defining
particular path. Seemingly, only one pat
lto achieve the vision?

putcomes in each of the strategic vision
icomponents (although very general).

prioritizing the outcomes in
kach of the strategic vision
components (more detailed
than others). The key is th

ong-term financials that ar

inked to the key outcomes, i.e|
he larger projects.
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—

h

rban form takes a front seat

Long Term

The problem is no time scales

he long-term focus is lost betw:
he City Vision and the sfrategic
lan, although the key result areas|

reflected against each activity.

prioriies are attached to the k:;l
results.

e plan sets the direction for the next

o 20 years. Agenda 21 is identified asT
he agenda for the 21st century. The
vision  incorporates  the  long-term|
perspective.

he plan sets a focus for the next 25 years.
genda 21. There is no attempt 1o build
cenario's or to work Agenda 21 into
putcomes or seemly the vision. 25 years of

projects set out.

| long-term scenarios are
ased on a preferred urban
orm based in the district plan|
Choices for the future’ sets outf

he tradeoffs over the 20 years.

Yes in the initial phase of th

Blls the

resistance to
change

factored into
the process?

es - ealy in the processp
Councillors and staff were work-
haped on the need to and th
benefits of strategic planning and lh]
ong-term perspeclive.

Not discussed in the document, however2
organizational workshops were held forj
[the staff to generate buy in or at least
Linderstanding of the vision.

Not discussed in the document. 1

process, however the documen

d process has met a lot o
esistance. Councillors wer:
nvolved in Visioning
orkshops.

144



0

ow is the igngrcm nol attempt to predict future]

ooks towards building organization

o private sector focus — benefits of lon

erm vision is a ‘“collective benefit”]

[The long-term focus is about minimizin
inancial impacts via extrapolating populati

anaging uncertainty is nof
dentified as a big issue.

erm treated,
i .. fompetency. mportance of long term focus express growth and scheduling projects to 2015 an .
.e. recognition, o o o ] Control of council's extern
’ : hrough the mission. The belief in th stimating the rates impact. No othe y
belief Conscious of staying away fr r fenvironment? — no
g B mission seems strong. The mission| [rreatment is evident.
. predicting the future, theref . _ .
emphasis, , provides a clear statement of a futurel Aligning the organization wit
concentrated on scenario's : . i
private sector providing consistency for  decision| Wm“‘l.‘"“y aspirations 0.‘ .wha
o making, and a focal point for conflicy Council should be providing
focus?
resolution. Yes.
Organizational  focus  talks|
out managing Councils
nvestment/asset mor
ffectively, i.e. a private secto
phasis being ROl to th
atepayers.
[How is the long|The plan talks about organizationalf3 [The plan seems to be geared aroundR- [Rales smoothing/impacts, nothing elseR [Risk is perceived to be mainlys

term and risk
dealt with?

competency as being a key tool for
dealing with risk. However, the 'Cit
Vision' scenarios do pose very vagu
risks associated with differen

futures. Emerging trends ar
dentified and | assume that thes
Lre embodied into the goal settin
process. The plan also focuses

financial risks, ie. the need f

financial expedience.

lagenda 21. The plan is attempting 1o
build competency to deal with this risk,
however it is not explicit, i.e. community

jnitiative, staff responsiveness.

medium and long-term risk identified inG

discussed.

inancial, i.e. rates impacts and
he need for certainty of service|

evels and the cost of service.
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1lls n 1993, a restructure formed Political role is to reinforce democraticl? [Not discussed in doc 1 [Yes -1.3.5 pgi0 B P
trategic planning and key policy] [practice, which is essential to the ‘Eco;

jorganizational

; lopment unit. This| [city’ vision. The plan is not specific on
PR O compassed resourc how the organization best uses its|
technique anagement, maori policy and fesource to achieve vision

drawn upon?  jncluded 14 policy people.

2ICore
Competency —
process for
identifying
core services

3lls there a Ves — ‘City Vision achieved throughs [Discusses the operational and politicalp [The role of council is expressed for each of Yes - the vision process andb D
drivers and degree of input int fole of Council in part one — broad brush| fthe outcomes identified in the plan. Th
trategic issues (see notes) tuff process behind this is not stated. focus on the role of Council.

fhe sirategic outcomes do

rocess for

dentifying core

rvices? art contains more led
iscussions of the role of Council in each

trategic action area.
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4|Are trade offs [do tradeoffs dealt with except in [Iery general recognition that there arT No mention Tradeoffs are recognized in IhT
actored in, i.e inancial sense, i.e. funds versu radeoffs, however these are no Mision process. More abou
il d : needs. There is recognition that t prominent in the document. fradeoffs in service provision
His "
R key result areas will require t Father than anything else.
ssets, market yganization 1o develop and acquir
trength, profit jpew skills etc.
rovision, &
portunities?
5ls the Mechanistic, although recognition0 Jin between? D fmechanistic mechanistic b
rganization’s that the strategic plan is puttin
pressure on the current managemen
ructure
ptructure.
mechanistic or
organic?
6 hat is the organization's? Vision workshops are behavioural andd [Structural Pg. 10 recognize thal strategici3

earning & cognitive process
. structural versus|
ehavoural? Structural with
ome degree of organizalion learning
hrough inviting lunchtime speaker:
d recognition of the need for shift
n organization thinking.

Felate the vision to the role of WCC and 1o
lesser extent the staff's personal role in|

he organization and the community.

jncorporate all staff. The workshops|

plan is an effective way off

utilizing organization skill.
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incremental or

framebreaking
?

ncremental — represented in
roject types, stralegic planning
rocess, and how issues arg|
ositioned and dealt with.

erceived to be putting pressure on
he organization 1o change through]
xisting acfivities, different servic
delivery, the process of how PNC

enters info projects, assessment o
peoples skill, funding policy and
generation of policy.

8How do Issues
fit into the
framework of
the strategic
plan? See 28

discussed under each activity, i.e.
areas council is involved in.

Key issues are identified andd [The wision is exiremely descripl':f

ot an easy vision to sell given
onservatism within communities, and a
erful market driven economy. It would
easier to create a vision based around
he dominant doctrines. The way the
ieve the vision will probably bj
ncremental, i.e. they say gradually and
over many smaller actions.

vision is framebreaking, in that it isp Jncremental

P Jncremental - goal 12 Ij)

manage  change. Th
difference between preferred &
existing urban form seems
minimal (apart from growth inw
the urban sector)

presenting overriding issues tied 1o t

heme of “Why should Waitakere be an
co City". Issues and goals arg
ntroduced in the strategic action areas,
ssues are one worders with ng
prominence or linkage in the ‘vision' or]
role of council’ section.

No key issues as such - strategies for each|
pf the four vision areas is the closest thing 1o
Jssues. They are not linked with anything.

he issues underpin the entirets
xercise. |ssues are identified
n the vision process; the vision
orms the basis of the 28
outcome areas.  Again, each)
outcome  area  has

packground  discussion Ihaj
Feiterates the issues invoived.
The issues are framed in th
context of 4 futures, where th
emphasis council places on|
particular issues  will vary
jaccording to the blend of fuluré]

components chosen.
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What are the
broad issues?

rban  growth, snvirunmen!a*l

tandards (Implement district plan,
monitoring), education and
knowledge (participatory democracy,
devolution and government services,
fransportation.

Adopt agenda 21 for human survival,
national and international leader fo
change, utilizing Waitakere's heritage
people, tackle employment, ecosyst
healthcare. Urb
Key focus areas

failure, crime,
pressures on land.

Jndicate broad issue areas.

[inancia] implications of a number of funding

cenario's.

No issues as such raised - apart from|
Istrategy actions, that council would like to

undertake. (4 vision area's)

=

iComprehensive! 4

OHow are issues

defined i.e.
effect-
organization
performance,
ability to
change, and
external

environment?

Major issues that will affect thed
iCouncils activities. (Urban Growth,
Environmental Standards, Education|

e knowledge, Devolution of
government services, and
Transportation.

Key focus areas define council

nvolvement in issues. Focus is on|

mpact on communities.

Vision — workshop? 2

Not dealt with.

ISome issues have been pref5
determined by Council officer:

and are contained in all !hj
rscenarios. Issues are defined
jaround the 3 broad outcome
categories of cities people,
cilies environment, and cities|
leconomy. Issues are defined
Imainly by council and secondly

ithin focus groups. Issug
radeoffs and prioritization are
orked through in the survey

rocess and workshops.
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1|Are issues
inked to
erformance
.e. service
elivery,
inances,
anagement?

No ~B Jin part, two issues for each focus area ared

inked to goals. In addition, the sirategici
tion areas for each focus area stalg
at the Council intends to do for 1 to 3
years. The monitoring and reporting
process is not stated.

No

7

Not linked 1o performance, i.e.

(]

o performance indicators.|
owever, issues are linked 1o
tions and finances, i.e. the

deal outcome mix is costed in

he long-term financial plan.
ndicative costings are also
provided in the vision process.

2lis there linkage|
etween

ission statements and key resu
eas and goals for each activity
igns with city vision

ery loosely structured - the document i
Imore about concepts and ideas rath
lhan a process for how the organization i

Vision to outcomes. However, unclear how

represented in the outcomes

fhe underpinning philosophies of vision arg

3

Tight framework - good linkage [5

ssues, goals o achieve these things.
nd vision?
3How are The strategic plans consultati ssues framed in the context of eco-cityls [Difficult issues are not framed; i.e. there is|1 |[Issues are framed around the
ifficult issues Process serves as a means I::T Agenda21). The vision is controversi no linkage with vision and philosophies| proad outcome categories
i ing issues. The sirategic plan d politically loaded and frames issu Funding scenarios are the closet way that thel  ities people, cities
ramed L.e. Lr:rs away from being politicall E:all. plan gets to present issues. ironment, and cities
oes the controversial by not framing difficul E:nomy- The plan is politicall
trategic plan fssues in terms of desirabl oaded in that it adopts
nhance the [putcomes or Councils role. comprehensive approach 1o
bility to do raming issues, however
xcludes a key region
this? See ransport issue.
variance 50
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hat does the [t is an image of a desired state i

ich the community inter-acts. It

tandpoint being adopted on how a5

munity should live with the vision|

fesulting in a set of outcomes. Th

Simply the result of a SWOT mdysijﬁ

sel of choices for the futured
o underpinning philosophies|

ision e enough to allow flexbility i ocused more on a sel of actions ratherq joulcomes are compatible with agenda 21. e explicit, i.e. Agenda21 or
apresont - 4 nterpretation. The emphasis is han creating a picture of a desired state. RMA.  Choices are based
hining light, a cation with the community takin The desired slale is assumed to bef fround people, environment,
andpoint board the ideas that educati recognized or understood. and the economy.
dopted, and niroduced to a personal level wil
nimage of a benefit them and the community.
esired state?
5lis the vision  [Yes — clearly articulated 5 [Very descriptive - would preclude somes [Very Simplistic. Choice areas are clear8
L asily public due to complexity. however the task of prioritizing
land making tradeoffs is diffuse.
understood, The value of this part of thel
i.e. articulated lsurvey opens the vision setting
clearly? process 1o scrutiny.
6|Does it Key result areas are given - bot Balance - hard core results such af Balance — the outcomes are vague enough 1o [Tangible actions and outcomes.0
represent a Langible (create an attractive city] [environmental outcomes Versus| fllow flexibility in interpretation.
. cape) and intangible (positive] Fecognizing the contributions and beauty
fangible end healthy community inter{ fhat the environment contributes to the
product, or relationships). Community.
pursuit of less
tangible goals?
Flows from desired extern.

~Jl

have an
external or
finternal
perspective?

Does the visionfFlows

from desired extern
outcomes to the internal role of
ICouncil.

Flows from desired external outcomes 106
the internal role of Council.

Unclear because it is difficult 1o see an
conneclion between desired extern

butcomes and the desired role of Council.

outcomes 1o internal the role of

ICouncil.
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8lls there a nitially key stakeholders wergls [The vision setting process has been a top2- [Submissions on 20/20 P Burvey with “choices for the
Vision dentified and briefed, i.e. “what do process. Community buy-in h: uture booklet”,
think of this City Visi loal by vot
bharing/proces you think of this City Vision process assumed 1o a large degree by vo A —————
we would like you o be involved, this| andate. Key community groups wer "
lg? . ) ! B different groups.
* s how, what do you think”. nvolved in workshops to achieve furth
buy-in.
groups were involved in 1/2-da M
orkshops. Included generj The vision exercise paint
embers of the public who wished 10 Ecenarios of the desi
be involved xternal environment, how
" 3 — t may be leaning towards
PR :ere:d:cl roml nstitutional focus.  This i
to att - i
group: o afend & P ident in the way NSCC ar
rofshop. driving the process and h
[The process was successfull created the framework.
pbecause key people brought in early.
City Vision' is becoming mor
fransparent in decision making
Clare)
9lls there a No Qualitative Shift in key resultd [Yes - see above 3 o H [Yes 4
Ualltatlve shift eas, However the City Vision
rocess is a shift from conventional|
n process?
rocess.
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olWhat does the [Clearly focused on _education,

rovides a particular political direction

Consistent approach for council policyP

Provides a focus forpd

ision provide Fesearch, knowledge and learning, e that isnt reflected by all of th making. The beginning of a process forl [organizational action,
' qualities and strengths. ncillors or central government policy,| Jprioritizing issues. Organization alignment with th
.e. a spark, : . cj
as a clear long term focus centred community and politi
lignment, nd agenda 21 guidance for the annual plany
ocus for process.
chievement,
ong term
focus,
Direction?
1lls there Mayor not involved (Deputy was). Fllayor & a core of alliance poliliciansfs Mayor is a strong supporter of the sirategicd [Strong support from  thei2-
Ieadership driving plan. previous Council however, |hjs

commitment?

current Council including th
Mayor have not brought in to

rhe strategic plan.
2What Vision scenarios used. Recognitiond [Political Agenda with a buy in from thed [SWOT analysis. Management expediencef3 [Survey and a booklet to th
underpins the Rhat vision achievement will organization. with some limited degree of political buy in. ublic, SWOT, evaluation of
== measured Tri-annually and there an cenarios, communit
e different paths to achieve vision. expectations perceptions and
process? priorities, council philosophies|
Management expedience. Mix of| i
s . and priorities.
political and management input.
Management expedience.
3lls there Yes. Yes Not Clear 4 [Yes 5
recognition of
Councils role in|
achieving
vision?
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Appendix III Strategic Planning Initiatives — Conservative Vs Radical database

trategic Palmerston Waitakere Masterton North Shore 4 |5
lanning
nitiatives
Will strategic Key performance measures ar Specific performance measures not yeff2 [Document recognizes the need fol Yes - due to the identification of D
planning put isted in for each activity in th formulated. General strategic action| |monitoring &  evaluation  off  [specific actions called for in the SP.
trategic plan. The effectiveness o ea's over next 1-3 years for each of the  fachievement of common goals. Ng
I re on . . y
PRty he measures will largely depend on| ey focus areas in the strategic plan| [detail yet.
peﬁormance ow they are reported to the senior] [These could form the basis of mor
criteria & xecutives, public and councillors, rpecific operational  performanc
ovaluation? d the level of management| jndicators
mitment 1o improving th
ures
Focus is on fiscal responsibility and1 |Focus is on outlining a broad D

what does the
Strategic plan
focus on?

In a broad sense,[Pocument

focuses on financialfl
cenarios — fiscal responsibility, and

key result areas.

Document focuses on underpinning!
philosophies that will assist in providing
fan integrated framework upon which
detailed policies and plans can fit. Th
document has yet to be developed in th
lorea of identifying an appropriate
organizational structure, skill sets and

to achieve an

resources  required

rnlegraled framework.

psset management. Does providg

underpinning  philosophies  for
decision making. The plan does nof
reflect these philosophies clearly in

outcome areas.

program for the next 20 years based

on  prioritized issues  (vision -

developed into goals) and identifie
the means for achieving visi
financial program) and som
epecific actions and roles fo
Council.
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How have the
community been
lincluded in the

City Vision' consultation compris
of workshops with key organizations,
received fr
general public, public survey of views

250 submissions

The Greenprint draft is principally
vision document providing b
principles & actions that have

derived from political action. Th

[The document
anlusion of the public as the corn

recognizes th

tone of the stralegic plan
IConsultation has been in line with the|

Yes - Questionnaire sent to all2
residents & businesses with 8472

Fesponses,

12 focus group meetings with 6

Bottom up approach (vision a lof
broader & less prescriplive than
North Shore).

hange in the plan could be radical.
lanning processes are not in place to
with possible change. Top down

proach.

idown approach

process? bn city future, draft ‘City Vision| ocument sells the vision based |Annual Plan process. .
document circulated. (variable 58) Agenda 21, RMA, T of W, & LGA. Th I e
public is being consulted through
variety of methods falling outside of pasw
practice.
How does the The strategic plan & ‘City Vision' are2  [Recognizes that the strategic plan is for 5 |Poliicians place the Annual Plargd |A monitoring & review feedbac
strategic plan ip for review. Broad agreement on| 6 o 20 years, providing a range not a the Strategic Plan in thg |Jmechanism is identified in th
= < Ipriorilizaﬁon of the key strategic| ixed term. This recognizes by default ierarchy of decision making. They [document. However in a practic
deal with political drivers. The financial driver has| hat the agenda can change in the ave the discretion to ignore th ense If the assumptions chan
change? priority over the other drivers. Th uture. However, there is no mechanism trategic Plan. The document Ilagj .g.. the bridge is included as th
use of vision scenarios provides| or incorporating change. Vision is he intent to comprehensively review ajor issue then the document h
more  flexibility within forecasting. itically loaded; therefore, future e Strategic Plan triennially. Top o be reworked (goals, actions

inancials). This complex task due 1o
he detailed nature of the plan and its|
y linkages with other documents,
o other SP docs. How useful and
ow appropriate is the document to
he political process - how do th
liticians use it, and accept i

values, issues, the validity of
urvey, the highly rational nature o
he SP method)? Top down

proach.
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Is the strategic [City Vision process is not rouiin:l-t o, process is looking to be moreld [Yes; However the SP is looking lj1 No - ground breaking exercise 4
planning process Linking activities 1o key results nclusive of both the community and ntegrate existing programs, project
illie] vision has not been done before. taff. and reviews
routine in
nature?
Has strategic Yes! Talk of restructure due to thef3 [Not discussed in the document. 0 [Not discussed in delail, however@ Not discussed in Doc 4
ianning pul ktrategic plan(CC) |inder organizational outcomes therd
s mention of formulating an
oSN organization development strategy
prganizational that is in sync with the strategic role|
Ftructure? of council.
hat are the s nol addressed in the strategic3 |s not addressed in the strategic planf8 [The role of Council is addressed £ [The Council as an organization is a3
orporate plan, apart from loose key| mpart from loose Strategic action areas. Jmpacts on what and how countc:J rira!egic outcome area in the plan. Iy
s about its business is 1o alks ve erally about the need 10
mpacts of el i Greenprint does not isolate  key e lrygen J
; = . . further developed. recognize “modern human resource|
. The strategic plan does not isolate] lorganizational issues (they are all '
trategic ) proaches necessary for stralegic
. ey organizational issues, nor does iff  Jexternal) nor does it make reference 1o & . .
planning? hrust, financial management and

make reference to a corporate plan

Corporate Plan

sel management”. Servic
ivery approach and arrangement
e identified as a role of counci

section 12.4).
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How are linkages

throughf2
trategic issues identified within|

Diagrammatically, and

iagram shows relationships betw
lanning documents as being fluid,

iagrammatically pg7. Relationshi

tween the annual plan an

' iagrammatically pg12. A progr
current plans and plans to

formulated
h activity he strategic guidelines & strategic acti trategic plan is defined The annu oped under the umbrella of th

petween the derived from the vision. Thes lan will shape the strategic pl trategic plan is given.
strategic plan guidelines form the basis for mor time, placing considerabl
land other detailed polices and plans. Linkage i ignificance on the annual plan. Th
planning rather loose in the document. trategic plan provides a vehicle f

considering long-term issues mor
pociments: Figorously. However, politicians dd

not expect to be bound by it! Pg2
Is there ICEO - small corporate sirategic{i |Politically driven, with a small group o ISome senior councillors, the Mayor]1 |Large resource allocation - simng5
organizational planning management team, - smal commitled officers. CEO in middh;! d a small number of officers. buy in from previous council. CEQ

. number of Councillors dissatisfi ground - supportive yet wary of balance & gave qualified support.
commitmentto | . s = .
with the Annual Plan. Gradu prganization ability to deliver.
strategic brocess of Lunchlime seminars 1o
pblanning? bring staff & Councillors on board
Role of the CEQ [CEQ championed strategic planning.2 [Not a strong role has freed resource forfi [CEO- limited 1 ICEO limited 1
| Organization’s dentified the need for a long term he initiative.
sis look and consideration of th

Initiation to igger picture. Set up a straiegij
strategic lanning unit based around thel
planning EO's office.
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Is there
prioritization of
goals?

fThe ‘Great Big Lists' (pg11 strategi
lan) is not unlike an annual plan
xercise, where the prioritization of
he projects is ‘black box' decision
aking (the criteria used for]
electing the projects is not clearly]
inked to the strategic drivers, issues|
d goals). Not explicit as to how|
he major projects selected will|
hieve the key result areas.

ey result areas, activity goals, and
trategic issues are not prioritized.

he lack of prioritization is reflected

n the strategic financial options in

hat they do not reflect level of vision
goal achievement.

reenprint does not prioritize goals. It
s however identify issues & goals
or each of the 7 key focus areas under

he general subheadings of social,

onomic, and environment.

Outcomes
Medium Low.

are

prioritized,  High3

na

IComplex - the visioning (goal setting
established
Questionnaire ranked respondents

process priorities.,

preferences, which forms the basis|

of the outcome areas.
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Use of vision?

ision generation process is intense,
is linked clearly linked to th
However its

financial,

trategic  plan.
hievement via,
pperational service delivery, and
jnternal  organizational resourcing
decisions is not clear.

[The vision to issues link is diffuse|
... have strategic issues been
derived from the city vision process?

reenprint consists of two sections, Tl
irst is vision & how vision shapes, {

e of Council, policy-making criteria,|
d operational principles. The second
ection identifies the 7 key focus areas|
d the strategic action areas for each
i.e.. policy & goals and possible Council|

lactions)

:jo-s

The vision has been considered iT

flerms of stralegic outcome

categorized into:

The districts people

The physical environment
The districts economy

The Council as an organization.

Agenda 21 and the plans key
jpssumptions underpin the strategic
putcomes.

The vision process is inclusi

(survey) The document is relativel
complex compared to the other cas
It is based on devoting

Fesources 1o 4 scenarios being,

piudies.

Status Quo, cities people, cities|
leconomy, cities environment.

The vision is extremely focused,
fequiring a moderate degree of|
jntellect to understand it (survey =

professional bias). The vision i
otally integrated into the body of th

The prioritie

trategic  plan.
tablished from the vision proces
e applied as goals & actions un
h scenario heading.
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The goal is to define the community’

[=]

xplanation of term emphasis 10 years, futur reenprint is explicit about “why" they[3 |Reforms require the need to carefullyjl
y strategic ations, emphasis in the right e strategic planning, ie. pgd - to ntegrate  policies &  devel vision for North Shore and provi
. eas, NoO surprises, managin hieve the vision, identify key changes ntegrated strategies for counci the Council with the strategic
lanning esources. There is no explicitl fequired for the city & council actions, tivities. direction to achieve this vision and
predictability,  kyaement regarding focusing on| dentifies important choices, allows R ] | [CDE change over the next 20
nderstanding, ceived strengths and the purpose{  fommunity involvement in sefting of iy fo program i advance; usethd. [
ompetitive or doing so (although it is evident  fargels to achieve goals, sets the long| L o) piay a5 a more effectivd [The vision provides, 5 Objecives|
dvantage) hey are e.g. aducahm) Is there lem direction for next 5 o 20. years, |s-an ktepping stone 1o achieving long term ith associated goels, & frameworl
percelved competitive advantage 1 bl aichtiiin. Ja gt et pbjectives, enhance  community or investment decisions, a corporate
Jhie: community through focusing PR T PRI upport for councils current and long trategy that establishes priorities
ity etfys? The City Developman — rerm program, and clarify long term{  jand guidance to the annual plan
i acmo\‘wledges iy funding requirements. process, inlegrales corporale &
fheir stralegic iasues. district  planning, fosters
coordinated approach to futur
planning across Council
departments.
Definition of Purpose of strategic planning is 1o |Pg. 4 as above 3 |Provides a framework upon which{l [Establishes direction and frameworli 0
Jslrategic pell out Council's role in helping 19 kub-ordinate plans are prepared| [for the city and Council’s other plans,
: hieve vision, and specify th Establishes desired outcomes and |[Concerned with shaping the futur
planning vionand Kansding recuiond o priorities Pg. 7. how not in a detailed manner bij
pm"ided next 10 years. rather a set of guidelines and
visions, that  facilitate  th
management of change by th
etting of long term goals to allocat
esources info right areas.
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Is the strategic
problem of,
uncertainty &
pusiness fit with
External
environment

es (7/10)- check for the role/ issuef3
inkage.

roi explicit (3/10) Check for role - issuef2
inkage

Good linkage between the role of Counciw
land issues, however detalil is light.

ol explicit, however the strategi

lan talks about assigning priority t

ssues and co-ordinating activitie

hereby reducing risk of unnecessary
xpenditure. Pg12

They associate Council role with
putcomes, however the outcomes|

e external environment is factored3
n via the SWOT analysis (i.e. part o
he vision process). The vision ties'l
n well with the outcomes required
ncluding the future role of council,
However, the strategic plan only
deals with uncertainty through the
dentification of threats in the SWOT]

rioritized and the role of Council in

hieving the outcomes is identified
he outcomes are not linked in thg
lan to operational activities.

acknowledged? e not associated robustly tod
Er ey alysis. Uncertainty is not deal
pecific issues. 4/10
ith through organization:
responsiveness.(6/10)
Are Goals Yes - at an activity level 2 |Yes - for each key focus area P No goals - however there aer Yes - Stralegic Outcomes. 2
defined? trategic  outcomes that ar
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content of the
plan.

Form and The city vision is a distinct process.

The strategic plan is a well

thctured document that has

developed linkages. The documen
uises  brief  discussion  notes

hroughout, and prompts the reader
o think about the document content.
ell formatted.

irst is vision & how vision shapes, th
ole of council, policy-making criteria,
ational principles, alliances, and
hange strategy.

he second section consists of, the key

ocus areas of community, city form &

gn, Taonga health and safety,
ransport and communications, energy]
resources and waste, and economid
development.

Document tends to be paternalistic (this|
s how its going to be) and tells a story|
The document is not well linked nor
formatted. Seems to have been put
Jlogether in a hurry.

reenprint consists of two sections; thT

[The strategic plan (Toward Twent
[Twenty) incorporates vision and th
framework within one document. Th
development of vision is diffuse wit
Agenda 21 referred as th
underpinnin
philosophy. The link between th

fundamental

district vision and agenda 21 is nof
clear. The components of visi
{People, environment, Council, an
Organization) provide the heading
for the outcomes that th

organization is seeking to achieve.

The outcomes are prioritized an

ssociated with council's role.

The document is fundamentally
Mision document that also provide

ome of the basic elements for
trategic framework.

Directions 1995-2015 Incorporate
Vision & strategy in one document.

The document is comprehensi
compared to other case studies. It i
broken in 4 phases, where are w
how (i.e. SWOT - inclu

ituational  analysis, values &

andates), where would we like 1o
e (i.e. scenario, priority building
hieved through the vision
rocess), what issues do we need 19
ress (i.e. goal outcomes areas),

hat action must we take to get ther

i.e. strategic actions, development o
ans, identification of resou
locations)?

The goals/actions are ordered under]
fhe 4 components of vision, i.e,
compared to listing outcomes unde
key council activities. This makeJ
[he document more difficult 1o

nterpret  from an  operational|
perspeclive.
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Are the means

for achieving the
vision identified?

'Yes - 13 draft rules for achieving
vision. These make up the strategic
drivers for the next 10 years, (i.e.
‘How we will get there’)

IAlso a section on financial strategy,
principles & model.

[Yes — in terms of the 7 Key focus area,
land overriding strategic guidelines.

The change strategy identifies the n
ffor a long-term financial plan and asse

management plans.

No in terms of the operational and

schedule of
rojects is not linked to the strategi

inancial sirategi

fcomes.

lowever the means of achieving th
trategic outcomes have yet to b
developed through more detail

[strategic and asset managemen
plans. The 4 components of visiory
ist strategies for attaining outcomes,

ision is achieved through the 4 keyR P P

ement areas’.
financial plan is developed, h
inkage/commitment  between 1th

tions & financials are unclear.

The long term

financial links are not yet developed. . fure policy & plan
development.

Is there a Yes - very distinct ends in the Vision.|2 [The means are still 1o be developed, thel2 [Outcomes are diffuse, means to be2 [Yes- Key policy questions —2
separation of fends are clear. developed. objectives — actions (These link lcl
d fthe long term financials).

means an
ends?
Does the 'Yes — 18 activity areas identified Not directly, but through 7 key focus [No lﬁ Not directly - but through the 4 vision2
Strategic plan being required by Council to play rreas derived from the mission & linked key elements. The actions scope th

h role in achieving the City Vision. o the role of Council. pole of Council, along with servic
iscope the delivery clarification (i.e. Council
organization role) for each key sub element.
activities?
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result areas, Drivers

Are the goals for [Yes there is a loose link via the 102 ﬂrhe need for a long-term financial plan isf3  [No 7] E:: directly - however ‘objectivesl

each activity ear financial model. = However dentified.  Activity prioritization is nonj d actions' (loosely associated with
hed tivity prioritization is non-existent| [|existent, along with  organizational [activity areas) have been costed &

Ao i d organizational resource levels| Fesource levels e.g. staff skills , support jncluded in the financials.

resources inthe Lo saf skills, support activities arel ~ ctivities non existent

strategic plan? ot discussed.

Does the 'Yes - however not explicit ? No - 1o be developed 3 [Schedule of Key projects D |[Yes — Strategic plan ftranslates 1of2

2 al budget.

strategic plan BRI hLEge

jallocate

resource?

Are values and [Performance measures, and Key2 [Key focus areas, drivers 4 |Agenda 21 = principle values, nof2 [Values expressed through surveys 2

clearly reflected in Outcomes =

moving  judgement away from

ssue prioritization.

Imore comprehensive section on the rolg
of council within each key focus area|
ICouncil's role is based of primarily on the{

Vision.

expectations
licit? expectations. poliicians  (apart from politic

XpHOHs jnvolvement in the focus groups tha
confirmed the findings in the survey).
ICommunity expectations were deal
Wwith in phase two where community]
expectations,  perceptions  and
priorilies were assessed.

Is a long-term he long term financial plan is based2 [The issues are covered in imroduclionjA The 20/20 document ‘provides th Directions' covers the next 20 years. |2

: : ject identificati d noll [Bcharts f h key f , and th basis' of the long-term focus, bei
ﬂIrECtIDH on  projec .I I.lcalm.r"l an le) [+ S Tor eac Yy 1oCuUs area, an 15 O e long-lel s eing No speciﬁcs e
- ased on issue identification and| Jong-term goals seemed to be basedon & 25 years.
specified? butcomes.

No specifics on timeframes for

outcomes.

More specific on rates requirements]

and strategic projects.

More specific on rates requiremem:J
End broad capital and operation.

xpenditures.
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re

No - not discussed

o - not discussed ¢}

The strategic plan touches

The council as an organization isF'ﬁ

rganizational prganizational outcomes as one of dentified as a key -element,
i the 4 vision outcome areas, al comprising of siralegic outcomel
I
PIcanons very general. However, th . It covers democratic process,
discussed? formulation of an organization realy issues, human resources,
development sirategy fo match ervice delivery approach, financi
Council's strategic role is flagged |management, and asse
(pg23). fmanagement.
[Managing No - not discussed. However, th No - not discussed - change strategyd [No - not discussed. However, th No - not discussed however, the plan@
brganizational definition in the plan leans towards alks about long term financial plan and  jplan notes the requirement of [:p leaning towards a planned
balanced approach, planning wher set management plans. corporate structure, which enable proach.
change (Planned| . . - c
possible and relying on jnnovative and quick response 19
V Emergent) s e ; - Goal 1.2 - manage change over th
L or Ive change.
CEQIHAONOTION. (EAPRNIBVIERS 9 ge. ) next 20 years. | am unsure that th
lanned events. .
) : [strategic plan truly addresses this
goal. The entire plan is more abou
[setting a prioritized program.
IA Rational or Leaning to rational Leaning towards Non-rational B-4 [Rational Rational Process - the prioritizationfl
Non Rational of the key outcome areas through
urvey (focus groups - mor
Process?
ubjective).
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Comprehensive
or issue driven
plan?

eaning lowards comprehensive in
hat the process has many drivers,
ncluding issues for justifying 1
ong-term financial plan. Issues
not linked in well with; the long-term|
capital program, and the goals o
h council activity. The issues ar
ot dealt with using a resolution
ocus, i.e. issues — goals — actions.
his would facilitate a link with ‘vision

hievement'. Only 2 of the ::J
trategic drivers link with 1
trategic issues

The plan is largely issue driven. 4

ance - issues are in IhT
ackground, and the prioritization o
ong term expenditure is evident.

ssue driven — backed byﬁ-
comprehensive methodology

Does the plan
provide a
framework?

es, and the plan states for thejl
ollowing reasons; for identifying keyl
esult areas and linking to Council
ivities, for politically justifying t
inancial plan, for identifying th
ision making criteria implicit in
roject selection (although unclear),
dentifying the relationship between
he planning processes (i.e. SP, DP,
P, other plans, feedback)

'Yes, but very loose at this stage, i.e. poorfd

inkage throughout the plan. Documen
s tightening up. Provides politician

ith broad decision making criteria,

ramework is very loose to be of use 10

he organization. There is a need for,
Fesourcing issues to be addressed, &
definition of projects and a linkage of
Ithose projects to strategic goals.

|p  slrategic project  program
However, the framework does no
ink vision through to outcomes. ThJ
framework does link outcomes td

priorities and role.

Yes - for community commitment 1of3

'Yes - very tight/ detailed framework |1
which provides justification for the 28

oulcome areas.

The framework moves from th
present to a preferred future via th
vision process. Then addresses th
ssues that arise and the action:
required to achieve the identifi
outcomes.
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he plan indirectly links the shori2

ow are

imeframes dealt d long term by discussing short}

ith i erm strategic initiatives along side|
, L.e.

ium to longterm  goals.
reconcﬂtng short Current activity expenditure profiles|
land long term?  fare also nestled with these goals.

it does talk about current action and year3
1 1o year 3 actions.

rot discussed — however mention
nter-generation equity in terms o
P5yrs is an appropriate timeframe.

ot addressed in the oulcome areas
owever the plan has a stron
inancial section that links to annu
udget. The visioning process also
ighlighted to participants the short
erm financial implications of medium|
o long-term goals.

Are goals linked 'Yes but not in a robust manner 2
operational
discussed, i.e. no internal resour

to actions? eacUcs. 8 A
ssues versus external issues. Th
E:g term financial plan may lin
tivities to  dollars,
prioritization is unclear.

however

INot a clear linkage - not sure what goals2
lare being achieved by specific actions.|
[The plan is not robust in that operation:
Fesource is not discussed, i.e. no intern:
Fesource issues versus external issues.
Prioritization of the goals is not given.

No - the schedule of projects is nof2
Enked 1o the outcomes/ goals (i.e. ng
flempt).

The goals/ actions are ordered underf2

fhe 4 components of

vision |
compared to listing outcomes un
This makes
more difficult 1

key council activities.
he document

[nterpre! from an  operation
perspective.  Loose association of
putcome areas with  activitie
\managers are accountable for vision

jareas)

irection of the external environmen
city) was ascertained through th
City Vision' process. This allowed
he Council to develop the strategic
plan based on confirming its role and
lactions required to fulfill this role with

more focus & discipline.

What underpins
the framework

The framework is underpinned by thed
vision which is Agenda 21 driven and
Council's key role in achieving that vision,

IAgenda 21 is identified as providing2
p  useful framework for the
development of long term objectives
ISee diagram pg4 MDC strategid
plan. Council's role in achieving thel

Vision is central to the plan.

The framework is underpinned by th
Choices for the future' / survey
process. This is the archilles heel of|
he entire strategic plan focusing on|
[ha longer term, core role of Council,
managing change form a financial|
See method and
diagram pg108 thesis.

perspeclive.
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s the strategy  [The plan is vague enough to allow e green plan is more emergent, in thaf ncremental program —  projec{l [Some latitude for movement main
mergent. ie. the organization or individuals 1o t does offer and accepts other possibl chedule, - there is no developmen via the annual plan process, i.e. th
X follow through on opportunities. trategies for the City, ie. pgl5 pon philosophies of agenda 21 and  joutcome to financial link is open 19
e 'recognition that eco-city will be a graduall y changes required in council o  jnierpretation.
opportunities, process, involving many small initiatives”.| ~ community approach 1fo issues
uncertainty, iConservalive community.
change? see2s
Is the strategy nstructive through financialli |Hard to tell because the detal nofd |Hard to tell because the detail is nof2 |Leaning more towards a deliberatef2
deliberate, i.e. commitment. developed on resource coordination, i.e, developed on rescue co-ordination [strategy.
lpsset plans, long term financial plan, .e. asset plans and long term
controlled, prioritization of projects linked to thel  [financial plan. However, seems 19
fnstructive? annual plan process not evident. NotJ be deliberate in terms of the project
ure if and how they are building flexibility chedule? Other than this
rmo the annual plan and long term) Everything else is rather vague.
program.
How prescriptive [Politically prescriptive - it guidesP  |Prescriptive to the degree of providing3 [Prescriptive in terms of prioritizing3 |Prescriptive in terms of prioritizingg2
is the plan? politicians on expenditure decisions|  [stralegic action areas for 1-3yrs. Vision|  [the outcomes in each of the strategid  fthe outcomes in each of the strategic]
E.g. the big wish list Less s prescriplive — spells out the things thaf  Msion components (although veryl |ision components (more detailed
prescriptive to the organization nheed to happen thereby defining & |general). than others). The key is the long
he means. The vision is balan particular path. Seemingly, only one pathy term financials that are linked to the|
ith some prescriptive elements (this|  fto achieve the vision? key outcomes, ie. the larger
s what you should do) & the w projects.
eral
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Long Term

he long term focus is lost betweenf0
he City Vision and the stralegic
lan, even though the key resuhj
eas are reflected against each
tivity. The problem is no time|
cales or priorities are attached 1o

he key results.

The plan sets the direction for the next
o0 20 years. Agenda 21 is identified
[he agenda for the 21st century. Th
vision incorporales the long-t
perspeclive.

The plan sets a focus for the next 2
years. Agenda 21. There is n
fpttempt to build scenario’s or 1o

IAgenda 21 into outcomes or seeml
fthe vision. 25 years of projects se

out.

rban form takes a front seat - al
ong-term scenarios are based on
preferred urban form based in th
district plan. ‘Choices for the future
lsets out the tradeoffs over the 20|
years.

Is the resistance

Yes - early in the
Councillors and staff went to

process

Not discussed in the document, how
brganizational workshops were held f

ot discussed in the document. 1

process, however the document and

Yes in the initial phase of the@d

term treated, i.e.
recognition,
belief, emphasis,
private sector
focus?

oes not atlempt to predict luiure,r
ooks towards building organizational
competency.

Conscious of staying away from
predicting the

concentrated on scenario's

future, therefore

erm vision is a “collective benefil",
mportance of long term focus expressed
hrough the mission. The belief in thel
mission seems strong. The mission
provides a clear statement of a fulurel
providing consistency for  decision
Jnaking, and a focal point for conflict

resolution.

is abouI
minimizing financial impacts i

xtrapolating population growth and
cheduling projects to 2015 and
stimating the rates impact. Ng

bther treatment is evident.

to change
i workshop on the need to and th fthe staff fo generate buy in or at least process has met a lot of resistance,
factored into the : , . . L ; " ,
benefits of strategic planning and th understanding of the vision. Councillors were involved in
process? rmg_,e,m perspeciive. Visioning workshops.
How is the long No private sector focus — benefits of long1  [The long-term  focus Managing uncertainty is not identifiecd?

jps abig issue.

iControl of council's externall

fenvironment? —no

Aligning the organization  with
community aspirations of what|

ICouncil should be providing - Yes.

Organizational focus talks ab

imanaging Councils investment/asse
more effectively, i.e. a private secl
mphasis being ROl to th

Fatepayers.
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How is the long
term and risk
dealt with?

he plan talks about organizational

ision’ scenarios do pose very vagu
isks associated with differen
Emerging trends

dentified and | assume that thes
embodied into the goal setting
rocess.

utures.

The plan also focuses on
inancial risks, i.e. the need for
inancial expedience.

The plan seems to be geared around
imedium and long-term risk identified in
lagenda 21.
build competency to deal with this risk

The plan is attempting to

however it is not explicit, i.e. community

Jnitiative, staff responsiveness.

4 Eates smoothing/impacts, nothing

se discussed.

%

isk is perceived to be mainl
inancial, i.e. rates impacts and th
eed for certainty of service level

d the cost of service.

experience or

Is organizational Ln 1993, a restructure formed ad

4 development unit. This
rechmque drawn
encompassed resou
upon? management, maori policy and

trategic planning and key policy

jncluded 14 policy people.

practice, which is essential 1o the ‘Eco
ity vision. The plan is not specific on
how the organization best uses its|

resource to achieve vision

Political role is to reinforce democraticd

Not discussed in doc

lYes - 1.3.5 pg10

Core
Competency —
process for

ervices

identifying core
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Is ther Yes — ‘City Vision' achieved through [Discusses the operational and politicald [The role of council is expressed f es - the vision process and th
s there a
process for drivers and degree of input into ole of Council in part one — broad brush ach of the outcomes identified i trategic outcomes do focus on th
—_ [strategic issues (see notes) tuff he plan. The process behind this i role of Council.
Identifying core
; ; not stated.
services? Part two contains more delailed
discussions of the role of Council in each
[strategic action area.
Are trade offs  No tradeoffs dealt with except in Nery general recognition that there arg0 [No mention ~ P [Tradeoffs are recognized in m.T)
factored in. i.e financial sense, i.e. funds versus| [radeoffs, however these are n vision process. More about tradeoffs
. heeds. There is recognition that th prominent in the document. n service provision rather than|

skills and assets, ; : Ln :

key result areas will require th ything else.
market strength, |yganization 1o develop and acqui
Eroﬁt provision, jew skills etc.

opportunities?

Is the hanistic, although recogniti n between? 3 jmechanistic 1 Jmechanistic 1
organization‘s hat the strategic plan is puttin

ressure on the current managemen
structure

tructure.
mechanistic or
organic?
\What is the tructural with some degree o Vision workshops are behavioural an Structural 1 |Pg. 10 recognize that strategic planf2
borganization's ganization learning through inviting| ~ jncorporate all staff. The workshops) s an effective way of using

- unchtime speakers and recognition elate the vision to the role of WCC an organization skill.
SRR of the need for shifts in organization o a lesser extent the staff's personal rol
ognitive fhinking. n the organization and the community.
rocess i.e.

tructural versus
ehavoural?
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s strategic ncremental — represented in the
hange — ject types, strategic planning

s, and how issues are|
ncremental or R,
framebreaking?

erceived to be putting pressure on)|
he organization to change through;
xisting activities, different service
delivery, the process of how PNCC
enters into projects, assessment of|
peoples skill, funding policy and
generation of policy.

The vision is framebreaking, in that it i
not an easy vision to sell gi
conservatism within communities, and
powerful market driven economy. |

would be easier to create a vision basi

nd the dominant doctrines. The wa
hey achieve the vision will probably
ncremental, i.e. they say gradually and

pver many smaller actions.

Incremental 7]

ncremental - goal 1.2 to manage@
hange. The difference between
referred & existing urban form
eems minimal (apart from growth in
he urban sector)

How do Issues fit|Key issues are identified and2
discussed under each activity, i.e..
reas council is involved in.

linto the
framework of the
[strategic plan?

See 28

he vision is extremely descriptived
presenting overriding issues tied to thel
theme of “Why should Waitakere be an|
Eco City". Issues and goals are
jntroduced in the sirategic action areas|
ssues are one worders with no
prominence or linkage in the ‘vision' of]
role of council’ section.

No key issues as such - sirategie:

for each of the 4-vision area's are thT
closest thing to issues. They are nof
Jinked with anything.

he issues underpin the entirefd
xercise. |ssues are identified in thed
ision process; the vision forms the

asis of the 28 outcome areas.

gain, each outcome area has
ackground discussion thal
eiterates the issues involved. Thi
ssues are framed in the context of

futures, where the emphasis counci
places on particular issues will v

according to the blend of futur

components chosen.
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What are the
broad issues?

rban  growth,  environmental3
tandards (Implement district plan,
onitoring), education and
owledge (participatory democracy,

ution and government services,

ransportation.

ational and international leader f

ressures on land. Key focus areas]

ndicate broad issue areas.

dopt agenda 21 for human survival,

inancial implications of a number offt

unding scenario's.

o issues as such raised - apart
rom strategy actions, that council
ould like to undertake. (4 vision

ed's)

Comprehensive! ¢

How are issues

Major issues that will_affect the3
Councils activities. (Urban Growth,

Vision —workshop?

Not dealt with. 1

determined by Council officers and

Some issues have been pre{3

to performance
i.e. service
delivery,
finances,
management?

e linked to goals. In addition, th
trategic action areas for each focus ar
tate what the Council intends to do for 1

o 3 years. The monitoring and reporting

process is not stated.

defined i.e.
Environmental Standards, Education| e contained in all the scenarios.,
effect- knowledge, Devolution of [Key focus areas define council's| ssues are defined around the 3
organization yovernment services, and  fnvolvement in issues. Focus is on road outcome categories of citi
performance,  [Transportation. Impact on communities. e, cities environment, and cities|
adapl to change, onomy. Issues are defined mainl
y council and secondly within focus|
ctornal roups. Issue tradeoffs an
environment? rioritization are worked through i
he survey process and workshops.
Are issues linked No P |In part, two issues for each focus ar No 2 Not linked to performance, i.e. n

erformance indicators. However,
ssues are linked to actions an
inances, i.e. the ideal outcome mi
s cosled in the long-term financi
lan. Indicative costings are als
rovided in the vision process.
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Is there linkage
between issues,
goals and
vision?

ission statements and key resul
eas and goals for each activity ar
igns with city vision

Very loosely structured - the document is
fmore about concepts and ideas rather
[han a process for how the organization|

s 1o achieve these things.

ision 1o outcomes. However
unclear how the underpinnin
philosophies ~ of  vision  an

represented in the outcomes

Tight framework - good linkage

How are difficult

he strategic plans consulta:ivT
of

ssues framed in the context of eco-city}

Difficult issues are not framed; i.e|

fthere is no linkage with vision and

1

ssues are framed around the J

issues framed process serves as a means (Agenda21). The vision is conlroversia1 broad outcome categories of cities
framing issues. The strategic plan| fand politically loaded and frames issues|  philosophies. Funding scenarios are people, cities environmenlt, and cities
-8. does the lsteers away from being politicall] |well. the closet way the plan gels td onomy. The plan is politically
trategic plan  Lontroversial by not framing difficu present issues. baded in that it adopts 4
nhance the Jssues in terms of desirablj comprehensive approach to framing
ility to do this? putcomes or Councils role. ssues, however it excludes a keyf
o6 VaFED egional transport issue.
W hat does the 3 [Standpoint being adopted on how a3 [Simply the resull of a SWOTJ set of choices for the future. No@

a shining light, a

vision represent -

t is an image of a desired state in
[M'dch the community inter-acts. It is]
vague enough to allow flexibility in
Ln;erprelalion. The emphasis is on

community should live with the vision)
focused more on a set of actions rather

than creating a picture of a desired state.

hnalysis resulting in a set of

outcomes. The outcomes arj

compatible with agenda 21.

nderpinning  philosophies  arel
xplicit, i.e. Agenda2i or RMA.

hoices are based around people,

standpoint ucation with the community taking] [The desired state is assumed to be nvironment, and the economy.
adopted, an bn board the ideas that education] fecognized or understood.
image of a jntroduced to a personal level will|
esired state? benefit them and the community.
Is the vision Yes — clearly articulated B |Very descriptive - would preclude somef2  [Very Simplistic. 1 [Choice areas are clear, however thefl-
basily public due to complexity. ask of prioritizing and makin

. radeoffs is diffuse. The value of thi
e part of the survey opens the vision
articulated [setting process to scrutiny.
clearly?
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Does it represent
a tangible end
product, or
pursuit of less
tangible goals?

ey result areas are given - bo:T Ehnca - hard core results such
angible (create an attracti vironmental outcomes Versu

cityscape) and intangible (positive/
healthy
relationships).

community inter-

community.

Fecognizing the contributions and beaut
Fhen the environment contributes to th

ance — the outcomes are vague3
ough to allow flexibility iny

nterpretation.

IT’angiblta actions and outcomes. 3

Does the vision
have an external

Flows from desired extern
putcomes to the internal role

Flows from desired external outcomes 1o
fthe internal role of Council.

==

Unclear because it is difficult to seqi
y connection between desired

Flows from desired extern
butcomes to internal the role o

rsharinglprocess?

dentified and briefed, i.e. "what do
you think of this City Vision process;
e would like you to be involved, this|
s how, what do you think".

00 groups were involved in 1/2-da
workshops. Included gener
members of the public who wished 1o
pe involved

Representatives were selected from
groups to attend a 2-day councilf
workshop.

[The process was successfull

because key people brought in early.
City Vision' is becoming more|
fransparent in decision making|
Clare)

fop down process. Community buy-in
has been assumed to a large degree b
voter mandate. Key community group:
were involved in workshops to achi
further buy-in.

- | ICouncil. xternal outcomes and the desired  [Council.
e B Fole of Council.
perspective?
Is there a vision [nitially key stakeholders werefl [The vision setting process has been a3 [Submissions on 20/20 3 [Survey with “choices for the futurel

booklet”.

12 Focus group sessions with 6
different groups.

The vision exercise paints scenario
of the desired external environment
however it may be leaning toward
institutional focus. This is eviden

n the way NSCC are driving th
rocess and have created th
ramework.
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Appendix IV Adaptations of the Private Sector Model database

|ﬂdaplat!on Variables

PNCC

\Waitakere

[Masterton

h Shore

1 |Is the interface between
oliticians and
anagement recognized
n the strategic plan?

It is not recognized explicitly in th
document — however the process ha
dentified the requirement for politic
nvolvement and buy-in.

The plan broadly acknowledges th
Fespective operational role and politicj
role of council by providing a scenarig
- pg16. In addition the plan contain
policy making and priority settin
criteria pg22, and guiding operation:
principles pg. 23. While these are no
definitive about the dual roles, th
reinforce the notion that the plan i

fmoving in this direction.

1 is not recognized explicitly in th
document — however the process ha
dentified the requirement for politi
nvolvement and buy-in. Council's rol
discussed in the plan al a generic |

pg13.

he plan explicilly identifies the goalsE |
f political representation  and
leadership pg. 184. Issues of interfacel

not explicitly dealt with in the plan,

owever the process was initiated b
he politicians, designed by th
pfficers, largely implemented by th
pfficers with political input.  Th
pnterface is informal.

lagenda has exposed th
consequences of an informal interface]
E.g. who decides on the process off

A different politician with a di!ferenJ

[strategic planning

2 |Are strategic planning
performance measures
being developed?

othing formalized — although th
hecessity for political involvement

laccountability recognized. The plan
has performance measures struck aff

rn operational level.

priority setling criteria’  suggest C |

general move in this direction.

fNo — however the 'policy making and2

o

Nothing formalized 1
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Are risks of policy
direction identified in the
blans?

The plan has prioritized a capital

No 2

No 1

Does very broadly discuss the risks of

Plan does assign general priority 1o

No 7]

Discussion on preferred

1

positions.

urban form has also raises risk issues

o — however the long term !inanci:F
programs do identify future financi

Do officers perceive
[strategic planning putting
pressure on organization
structure?

development program not following the vision! jssues. - however they are not clearly
dentified.
The process has prioritized issues
IAre community/customer] [No No 1 No No 1
risks linked to
organizational goals
Do the plans specifically Yes pg. 8 — however they are nof2 [Yes — offers no immediate quick fixf2 No Yes — the issue of Urban growth i
fidentify issues that are clearly linked to strategic goals or k pifers a range of current actions th xplored. This issue is fied into th
= city result areas. combined over a period time to mowi lan strategies. However, other issue:
o complox and ditficult fthe community closer to the vision. uch as the traffic/transportation
to plan for? problems are ignored.  In-coming
council used this as one of the main
fssues to undermine the strategic plan
Yes — occurring 3 [Yes — occurring B [Ves Yes — occurred B
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7

0 the plans
cknowledge any
elationship between
nternal process and
xternal environment

No

No

7

g. 12 The plan is not an inflexiblel
lanning tool, rather it is responsive 1o
hange...the strategy will undergg
omprehensive review in the term of

h new council' No defined process aJ

uch.

[Yes — the councils defines a proces
of review pg. 18. Exact mechanism:

of reviewing strategy not specified
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Are strategic application
problems acknowledged

Visioning process very intensive
difficult to identify and prioritize a wi
range of issues with a diverse and

diffuse group of people.
Difficutt to ftranslate vision into
operational  actions. Funding

prioritization process problematic.

Difficult to get comprehensive politicall
d organization buy-in. Has been
stly achieved with organization via

enior management commitment,
Difficulty exists in educating and
gaining trust of the elected member
re the use of Strategic planning, as

guide to decision making.

Building in flexibility into the planning
process — changing agendas

Managing political and community
lexpectations through the visioning and
operation of the strategic plan difficult.

Some community and  political

resistance 1o the vision.

Uncertain level of commitment from
ICEOQ due to political & community

resistanca

Tying a diffuse vision to the organization
fmission and its operational actions.

Political influence in strategic decision
Imaking process problematic where some
councilors understanding of issues and
ktralegic process is questionable —
officer pg. 2.

due to complex plan — flexibility o th
planning process is questionable

Buy-in from politicians problematic jz
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9 (Are political constraints
lacknowledged by
officers?

'Yes — inclusive — flexible

However officer notes followin
concerns, “...The archilles heal of th
Strategic plan is the political tim
horizon potentially conflicting with

Jonger term perspective ‘the ftrienni

cycle of elections is a problem)

[No — plan driven politically

'Yes —inclusive & flexible

pasily achieved given prescripti
hature of the plan?

Yes — however political flexibility n:)j

pecially where agenda’s are strong —
here's a tension between the longer|
erm view and the political cycle”
10{Are political timeframes Yes B o 1 No 1 [Yes 3
acknowledged in the
plans?
11|Are politicians an lYes —highly inclusive process -¥ |[Yes — politically driven — officersg [Yes — inclusive process (less driven by3 [Yes — Politically requested — officer3

12|Has the Vision process
been inclusive beyond a
representative demos
level?

lintegral part of perhaps driven more by officers. creating the framework officers, less  workshops  than| Hriven
4 ) Palmerston North City Council)
developing the strategic
plan?
Yes 4 |Yes B |[Yes B [Ves
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13|Does the visioning Ves 5 [Yes B No Nes
process attempt to
translate operationally?
14|ls corporate/human No — but is currently being discussej No - but is recognized by officers in [No Yes — was discussed in the currant}
resource planning linked by officers for future inclusion in th ffuture development of the process process but deliberately separated.
Strategic process
to the SP?
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Appendix V Perceived Role of Strategic Planning database

into the vision of the type of|

City wanted.

o The Council in terms of its rol
in assisting to achieve th
vision.

g The business and|

organisations in terms their

business planning.

Politicians acknowledge the issues
raised in the document provide a level
of guidance to decision making. The
ICouncillors role th
community and business achieve th

in assisting

ision was not explored

prganization came lo an awarenes
that it had real meaning to thein
jobs™.

IStone Pg6 — ‘essential from|
corporate perspective & essential

for governance.

community initiatives”

1ool
comfortable

more an  administrative

‘Community  feel
Council's direction especially in terms of

competence in major projects.

ICouncillor — a little uncertain

Mayor, “ limited as a governance tool,

pgs’
]

[Palmerston Waitakere [Masterton rdorth Shore
Who primariiy uses 5 Page 3 of the document expresses 383 [Used by both traditions Symes pg7l6  [Tends towards both traditions B [initially was developed for both6
: . hould the doc 1. K iti isi i icers. i
the strategic planning 6 lgroups that should use the documen Started out as a pOlIll.Ca¥ VIO iticer: PR Su—— auncul—lors & Officers. The new Counml
—— " The: commenily = Vs buging ..gradually people within 1he1 T ——— lect will not adopt. There is a lack o
s|

olitical commitment. However, certair
ouncillors do recognize the impact on
ision making discretion and seek tq
nul the plan or at least make it less
rescriptive councillor pg2, “. It seemed
o me and my colleagues that if you
ted the plan you were saying OK tg
hing in il...we didnt want to say
OK...we wanted to say this is the general

picture”.
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2

ow have the
oliticians been
nvolved in the
trategic planning
process?

1 [Officer initiated with politicians invit

P 8 immersed in process. Buy in from all
3 ppoliticians suspect. Politicians invited
involved  with
endorsed|
fprocess. 3 intensive workshops —
eutral setling &
anagement perspective did win out in)
y votes (Brown p10). Small number]

4llo hear speakers,
5 formulating the process,

facilitator.

f politicians pushing for strategic
lanning — CEO strong advocate.

es — initiated politically (by anfs

Elliance block of councillors) with
pificers coming on board providing
upport and meat to the bones e.g.
da 21.

produce draft.
driven. Officer — ‘| guess the officers ar

From that point offic

Feading the direction of council 1o a degr

jssues.

Some senior Councillors and the Mayor3
recognized the need — requested officers 1o

- as we draft the plan we've got a fair
handle on how they're going to look at they

Yes — previous council elect more of T
partnership — SP was the product of tha
relationship. The SP was officer driven
relationship. However, this has changed
ince election with a loss of buy-in —
rhere

khanging political agenda i.e.. Devolution

is a lot of resistance due to 4

Is the plan’s sense of
purpose community or
jorganizationally
focused, or both?

1 Both — City Vision (community &8
4 rganizationally derived) has been)
ranslated into organizational goals.
Although the vision is a little hard to
grab.

However mixed messages regarding
fwhere PCC derives its sense off
purpose — Officers look to communhyj
iCouncillors look too the past (historical
&:)recedence and legislation)

Both — beginning to translate visions
nto organizational goals.

Vision is clear enough 1o b1
Iiranslated into operations

making.

| eaning lowards an organizational focus.
[Weak visioning process — emphasis on

gaining mandate for organizational decision

Both, however the vision process is
arguably flawed in that it relies less on
cative debate
ndividual's assessment

and more on
of the big
Although NSCC officers

oliticians gained a clear decision makin

icture.

andate, it left questions over the rigou
nvolved in deriving the vision and th
anipulation of the process by officers
n addition, the visioning process did no
ut as much pressure on politic

rocess in terms of the councillors' rol

n identifying & prioritizing the issues
Major pg3 'l don't think the strategid
planning process will find out what th

majority of citizens want...political gut ij
the thing that determines that finally]
Suggests surveys are flawed.
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4

oes the strategic

lan and process

ssist with setting

policy?

©  Clarify future
direction

0 Prioritize issues

© Linked to funding
decisions

© Link to DP

BVes it does — in terms of specific projectsf3
4 that are likely to proceed and the cities key
5 Fesult areas that these projects contribute|
fowards achieving.

Officer quote re pre Strategic planning ,
Given the vague role of Council it was|
pretty hard to plan strategically’ clare p2

Councillors seem unsure about their policy-
Imaking role. On one hand, there is a
perception that everybody must take regard
bf the strategic plan, and on the other hand,
pbolitical decision-making discretion is not
Fadically affected.

Officers suggest vision was essential for
lchieving agreement on a direction for th
city.  Officer pg3, ‘Vision underpins th
ktrategic plan for the role of Council' ‘The
Fole of Council is a key influence in policy
ketting. Creates a focus on direction how)|
best to achieve it for the Council &
community’ pg7.

The strategic process assists with policy
ing because of the focus on
Getting agreement and

nsultation.
nderstanding as a basis for current and|

ure policy positions.

oliticians are becoming increasingly]
ware of a sense of priority of issue
dentified in the strategic plan. Les
Jikelihood of the Annual Plan process bein
hijacked by pressure groups with marginal
projects. Councillor pg7 ‘expect decision
on DP submissions will be influenced b

SP”

ission Statement — Dynamic, Just 8
ustainable — process of relating ta

eryday organizational  activity,
olitician pg2 ‘can't be hypocritical

out what you do'

olitician on decision making
oundaries since strategic planning
rocess, pg7 its now taken as read
hat if your putting an issue together]

oliticians, officers and th
ommunity are involved. ‘Th
xpectation is that the role of th
politician moves away from day 1o
day policy
...setting priorities, more equitabl

stuff into setting

land fair with resource allocation
\Very strong emphasis on facilitati
fand little or no emphasis on benefit

of strategic planning.

Officer pg2 * we have focussed on
ssues that are of concern to thel
community and we the organization
into a coheren

place them

ramework...placing them into th
ig picture’

frong agreement thal siralegic

rigour in Ihj
sessment of services council i

lan provides

roviding ...ensuring consisiencyf

ith strategic direction’

fficer pg4, ‘imagine that with a strategi
lan in place it would be easier to prep
he annual plan achieve these annu
bbjectives as per the strategic plan and nof
get hijacked by political knee-jerk reacti
lo the same degree as might have occurr
breviously' On issues raised ad hoc
gives the council a rational basis on which

lo advance or retract public initiatives.

DP process preceded the strategic plan
IArchived submissions were feed back into
the SP consultative process (officer pg5).

fficers — yes — idenlify cause & effec)
elationships ...this is how they will
ffected in policy. Standing commﬂtei]
use sections of the SP for guidance.

However, the problem of defining

decision-making boundaries is only
highlighted by Strategic planning. Ther
lis tension over who is making th

decisions.

Councillors - Yes - although only a broad
guide to the AP process. Forecasting

ltool to assess future rate affeclts.

Officer — the SP should have influenced
decisions made in the District Plan. Iny
practice the organization linkage wasn't
sufficient’
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Does the strategic
plan specifically
advocate a political
reaction (Hambleton
pg62)?

1 [Politicians — not mentioned. Officer,8
P mention is made of looking for better
3 ways 1o provide the right level of|
4 iservice and performance mechanisms.
hat is emphasized is the CE's view]
f a strong policy led outcome driven)
ganization.

verall the corporate is driving thef
olitical arm into looking at how it
nteracts with its community and the|
asis for it decision-making. Few|
ouncilors if any understand or]

dorse the use a strategic planning

d process to strengthen either o
both democratic process and markelll

jmechanism’s.

Yes — devolution of decision makingd
- improving democratic processes.

Not all councillors have brought in!

Pg. 17-18 '‘Greenprint', discusses|
he role of the Councillors. It
dvocates a wide role
Councillors e.g.. foster democratic

for
processes (dialogue, forum,
debate), provide political leadership
define good,
Strengthen  communities (devolve
decision-making).

vision), public

Mix of both — however complicated by3
hew council wanting to devolve budgetary
decision making discretion to community
boards (who in turn could possibly acy
Like mini council elecis i.e.. Decision
making potentially removed or nof
reflecting wider communities of interest -
and/or quality of political debatq

decreases)

The survey approach to defining prioritie
perhaps mimics market mechanisms.

Does the strategic
blan advocate the
devolvement of power

and or function?

1fNo — this was discussed in officer]i
politician strategic workshop and was|

N

[3 dropped from the consultative agenda.

es — agenda 21 underpins the3
[strategic plan.

Consultation seems targeted aff
communities finding solutions

\While agenda 21 is presented at the frontf2
of the plan — no clarity exists regarding how
council will help achieve a nurturing

community.

The plan does not focus on issues off!
democratic process or decision making

process.
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7

as the strategic
rocess altered
onsultative process?
i.e. strengthened,
akened, evaluative,
participative, no
change)

Ees, for both Councillors and officers P

3 However on-going link with communit)J
ot emphasized and political buy-in 1
hancing participation poor.
The process was more inclusive, and
tﬂensiva — 90 groups 1/2-dayf
orkshops.

Process agreed to by
groups before initiating. Ownership of
workshops sat with participants —
council role was to facilitate and draw

jdeas from groups.  Officer pgf
council is trying to develop upon|
fraditional fooms of community
participation’

|Although the process is one off 3
degree of benefit accrues to councillors
Who buy-in to the outcomes — this

lappears only partial.

Officers seem to be using the SP 1o
efforts  on
Fatepayer requirements. However, the|
degree to which the corporate entity]

focus  organizational

can tune the role of council to ratepayer,

requirements depends on the dynamics
of policy setting i.e. who pulls th
trings. Comments from Councillors

uggest the Chief Executive have
trong grip on policy setting.

Officer pg3, ‘we have tried 1o b
Inore educative in our process — no
ssuming that people have th
knowledge or have thought throu

he issues well enough for counci

o slart taking up the directions]
g5 'l think we have tried to create j
ore on-going dialogue sinc

frategic planning'

o — traditional submission process —{i

ome workshops

On-going link  with
phasized and political buy-in

community

hancing participation poor.

nof

1o

kize used to prioritize issues 1o

E:phasized and political buy-in
hancing participation poor.

On-going link with community nof

fYes — survey approach with large sample

1d
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8 [Is the strategic plan
imited to effecting
dministrative
jorganizational process

]

[22]

o—the process has been designed t
[:clude the political tradition. However,
poor political buy-in could see the pl
being used 1o greater effect by th
pfficers.  This scenario will operat
jwhile the CEO has a strong grip
policy initiatives.

o — the planning process
olitically derived and subsequently]
ted by officers.

by politicians. However, officers see it
both.

lYes — seen more as an administrative kj

Politician pg! on the strategic pl
...because that is what it is at the end

the day....
value of it allows you to see the effect

A computer program...th

omorrow of the decisions you maki
oday slot expenditure into the Strategic
plan to forecast fulure rale demands
fNarrow view of Strategic planning.

Officer and previous council adopted 4
|wider view pg1’ they wanted a plan based
on the community and what they wanted
[and an organizational response. Theg
plan framework was adopted based on
fhe argument that we are a servicg
organization using other peoples money
assure planning framework all heading in
the same direction’...'the SP an umbrellg
for the council's operation, which should
be consistant with the community'...."

Officer pg8, “I always thought theg
organization should be restructured tg

puit the four big headings, but ou
proposed re-structure doesn't quite
hat...we're going to be more formall
Lpiitﬁng were who's specifying wha
heeds to be done and actually doing th
fechnical work. The officer expresses
concern with not being able to lin
fadministration  with devolved decisi
fmaking.
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Does the process
assist in achieving
policy objectives via
performance
measurement?

ach activity area has set a missi
tatement that is consistent with th
role of Council as identified in th
[strategic plan.

Officer pg8 “The process gets you
hinking about the business context,
he pressures on you, what are the
s, what are the defining
arameters, how do you deal with these|
generates strategic thinking which is

ere we are at.”

The plan has defined performance|
goals|
ithin each business activity. Any risk]
nherent in performance measures is
carried by the corporate. Currently th
ICEQ's office monitors the achievemen

of strategic goals.

fmeasures  assigned against

Councillor pg7 ‘1 would not have|
hought it would put pressure on

ormance criteria.... Change the]
ocus perhaps...'

he plan formally states wh
ouncil wishes it achieve over th
ext 1 to 3 years. This is n
ramed as a sfrategic performanc

fmeasurement process.

Officer pg3 ‘greenprint is veny
broad'...'we are setting up a new

ection called corporate planning
mplementation with a focus on

suring the implementation of
trategy’
ICouncilor on performance
Imeasures and objectives pg5

...one of the hardest things | find
...defining when enough is enoughi
...al  what
lachieved...or when does something
need doing differently’

point is success|

a broad!1

document with no strategic performanc

[Toward Twenty Twenty is

Imeasures.

The organization relies heavily on the AP
process 1o measure its progress and guidel

council's actions.

Officer pg3 ' the SP process will evolve

he plan has an implementation section

hat specifies Councils actions in

hieving strategic goals.

[Well developed financial link to strategid
policies
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10

IDoes the process 5[There is a realization that inlemal‘}? Strong Realization that a link existsp  No 1 [Realization that human resource issuesla

assist in linking policy B Fesourcing must align with the types off |petween staff skills and strategic e critical 1o achieving strategic goals
- kils and knowledge required to| performance. At this stage, th Officer — debate kept out of public forum’

pojechves hieve the City key result areas. A| process only goes as far

organizational raining program linking back to thel [ttaining staff buy-in  through

capability (non- trategic plan is being investigated. raining. Officer pg3, “The Corporate Policy

financial)? Manual uses the same headings as the

Strategic Plan”

The strategic plan briefly identifi
council's Actions, role, involvement an
responsibility in achieving strategic goals
[This is not linked to any assessment of
prganization capability.
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1

—

Does the process
assist in achieving
policy objectives via
resource allocation?

5 |At a higher level, the strategic plan is

Expecied 1o provide guidance to the AP
process. However, it is difficult to
gauge a sense of priority between the|
City result areas. A project wish list]
has been developed — offers the only]
Other guidance]

from the plan remains implicit in

concrete guidance.

Achieving consistency with Strategic

goals.

2

o— no link to financial plans at thisf
point — however the expectation)

exists.

At a higher level, the strategic plan i
Expected to provide guidance to the AP
process. However, it is difficult to gauge 4
lsense of priority between the Cily resuly
areas. A project wish list has been
developed — offers the only concretg
guidance. Other guidance from the plan
remains implicit in a very loosely defined

vision outcomes and supporting strategies

Strategic Plan has a well-developed lin
fo a LTFP. This tends to make the pl
highly prescriptive.

Officer on allocatin

[inancial resource to projects,

expectations
*. For

minor matter, you would do it in

precursory fashion, for a major matte
you would expect to see a reasonabl
report that has gone through the steps
However | think a problem is establishing
all the common underpinning principle:
of vision from a community through greaj
iconsultation or whatever may not end up
igetting the right money to the right areas.
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12

IDoes the Strategic
process assist in
setting & achieving
policy objectives?

1

2 inclusive

Yes — the vision process has beenf3

Participative process has been
developed compared with
[submission type process.

usual

Uncertain as to how links with the|
community will be maintained regarding
ktrategic direction — no formalized)
Fevisioning process.

Councillors
lsome of the issues that came out of the{
process. Realization that
networks not always totally in tune with
consensus or service delivery typel

expressed surprise in

their}

Issues.

Vision process politically endorsed.

Participative process has been
more exhaustive. Officer pg2 ‘w
igured that it was difficult for th
ublic to pick up on the big picture,

0 we concentrated on issues'

3

However buy-in to the vision i
questionable. Coucillor pg. 2 ‘I’
beginning to be accepted by th
community as something they can)
relate too.'! Pg5 - Emphasis on
communities taking ownership &
Fesponsibility — self monitoring.

The process is geared to foste
continued public involvement viJ
councilors and small community

igroups.

trong Perception that community buy-i
dorses or provides a mandate t
decision-makers. However, the process
did tend 1o rely on a standard submissiol
process, although DP focus group materi

was utilized.

IAchieving policy — perception that decision
fmaking is more effcetive due to more
focused debate.

Dfficers' perspective that the surve
processes combined with focus group
lextremely effective in defining objectives.

Councilors have an inherent distrust of
purvey process — Researcher uncle
why.

Officer perception that SP should makg
decision making extremely focused.

ICouncilor perception that strategidg
planning simply provides a long-term
financial planning tool. Issues are raised

via the Annual Plan.
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13

IDoes the process
assist in achieving
policy objectives via
planning linkages?

13

The plan provides a relationshipd

diagram of the planning processes.

There is a clear hierarchy between

plans and it is possible to see how th
operational goals and performanc
fmeasures are driven by the various
planning frameworks.

[The plan provides a relationshi
diagram of the planning processes.

A hierarchy exists although th
pelationship between the District
Plan and all other plans is diffuse.

tis difficult to see how the strategic

influenced o
what

tion areas are
by
rameworks.

riven planning

The plan identifies the need for linksP
Lbetween district, tactical, annual and

inancial planning.

As the operational linkage is weak — ther
js no detail on how the various planninj
platforms are integrated.

he plan clearly defines the relationshi
etween the planning frameworks — bot
ormally and in diagram. The timeframe:

d definition of each plan is given.

Clear links can be seen between variou
plans and the actions advocated in th
IStrategic plan.
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14]ls strategic planning
expected to change
decision making
discretion

EFor Councillors no, given they aref

ervous about signing their names 1o
he strategic plan — they are onlyl
fortable if mechanisms exst 1o
act short-lerm change. The AP
rovides councillors with a mechanism
o change the Strategic plan. In
iion, no performance indicators
xist against policy performance; i.e.
politicians are not accountable for]

hort-term decisions that impact th
hievement of strategic goals.

Officer pg. 6, ‘In terms of staff....
ecled inevitably, reduced revenue,

ncreased expenditure piclure so
omething has to give....staff at thef
evel of activity of how it is delivered!
Suggests takes
discretion from officers in that the path

the plan away
bf action becomes more defined,
is affected because of|
constraining factors on decisions they
make'.

Council

[Those who are control of setting th
strategic goals an
fctions 1o achieve those goals hol
This is|
uitimately set by the Annual Plan within

prganizational

decision-making discretion.

he parameters of the sirategic plan.
ervasive feeling that the sirategic plan)
s a guiding document only. Also an)
understanding that the SP has strong
community mandate. Held in Balance]

between councillors and officers.

Councillor pg6, | think within thef3
prganization there are varying
views...some of the councillors|

have to get used to working in an

vironment where you need 1o
ork together and communicate —
ome may feel threatened'

Officer pg7, ‘it's a matter of focus|

rather than parameters

Officer pgb, ‘| don't think it will chan
...Council's got the ability to change th
Strategic plan at any time............. nothing

Js locked in concrete’

Politician pg5, ‘it will decrease discretion)
...l think this is good....it will bring
discipline’

Mayor pg7, ' no | don't see it being used in
that manner'

t,ouncilor pg2, the sirategic plan i
imply a planning tool, it should never b
written in stone' Perception that once
Strategic plan is adopted council loos
decision making flexibility.

he future financial position.

Seems to be a lack of

inderstanding of the Strategic process.

Officer pgi, in response to devolution off
decision making 1o community boards
potential  conflict between
community boards requesting specifig

exists

fund allocations that are contrary to th
Strategic plan allocations that were se
via a community wide consultati
process...my view is the Annual Plan
lshould be submitted to the community
boards but council should maintain th
decision making prerogative over th
budget based on the Strategic Plan’.

Officer — would like 1o think so, - not in
the short term.

Mayor - no - political gut will always rule.

Perception
fthat the AP is the main driver for the SP]
- in other words AP issues are filtered
through the SP to gauge their impact on

frust  or
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15\What levels of
decision making are
most affected by
[strategic planning?

e
3
4
5
6

e plan is struck at two levels — at th
igher level, you have the vision linkin
o issues and role of Council. At this|
evel political decision making is|
flargeted in terms of keeping political
Idecision making on consistent path.

Councillor pgi1, ‘Politically there is|
knowledgement that specific issuesl
not dealt with when clearly they
hould have been'.
he reasons for pre-empting sirategic

‘This was one of

planning in 89/90°

The lower level council officers ar
required to ensure the operational rol
Js consistent with the plan i.e. th
strategic goals and key
performance measures.

Imission,

reenprint is struck at a high level,
hough
tions are flagged.

some  organization

Officer points out that resourcing
will be linked to the stralegic goal

d actions indicating guidance af
E: operational and political level.

Towards Twenty Twenty has been struc
Bt a high level.

however makes no link to resourcing.

It lists broad strategie

projects.

The plan contains a schedule of capitall

]

The plan is struck al a detailed level
here politicians are guided in the annual
lanning process by the long-term

inancial plan.

At the operational level officers arg
guided by the long term financial plan

ervice delivery role, siralegic objectives]
d actions. Any significant deviation|
rom the plan would require consideration

by council.

Officer pgé — staff must fill out project
levaluation forms i.e.. is it in the strategid
plan, where is it funded, what community
will be affected, consequences if it does|
not go ahead, costs, consistency with
corporate goals and goals and objectives

final score.

Officer pg7, “multi-functional team
crossing all directorates used to generat
fhe plan — process directed by th

corporate.

Officer pg. 8, operational requirements DJI
capital projects need to be factored intg
costings in the LTFS.
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How ambitious are the
Istrategic plans? - l.e.
are politicians or
pfficers under
pressure due to the
process and
requirements. Does
the process/plan
confront issues of
democracy up front?

Partial] political buy-in —  visioni4

generated via SP process

The plan is ambitious in terms of
process. In terms of content, lhq
trategic plan is conservative although
eading edge in terms of what is
happening in New Zealand.

Officer on impact of strategic planning|
on the organization pg8, ‘two years ago
we wouldn't have had the management
eam talking about existing activities|

d not feeling defensive or ferritorial —|
that's a major culture shift.

Officer pg1 ‘We were fortunate that|

erm view, they felt the Annual Plan
as nol delivering what they needed.
Politician on what pre-empted the|

[jme of our councilors wanted a long-

desire for strategic planning pgl
..provide a  better financial
focus...prioritise the things we want

flo do — where does PNCC see itsel

going’

trong politically lead vision we are4  [Partial political buy-in to Strategic processp

ouncil is reinforced as an| |- very weak visioning process.
mportant  player in
community well being. SP process|
used to gain

organization buy-in.

achieving
community &
Officer pg. 4, ‘political will ij

definitely the main driver 1o th
Strategic plan’

Politically the plan is ambitiou
regarding the issues that it is
confronting and the solutions it i
ladvocating.

Because politically driven there i

lequal emphasis on those things Ih:-j
politician and officers need to do in
brder 1o move towards the vision,
Officer on participation pg. 5 'we'vel
firied to create more of an on-going
pelationship with individuals and

community groups’

ISP is focused on what counci
|wishes to provide rather than how —
officer pg6.

nitial political buy-in — vision generat
via SP process. Newly elected council
reject vision process and prescripti
hature of the plan.

The plan is very ambitious - Identifying
key issues such as urban form and
prioritizing these. Allocation of resourc

over the J
objectives. Officer pg1 '/ think its best td
develop a SP oulside of a statutory

long term 1o operation

rlramework, decision making Is 1951
constrained’ - suggests an attitude o

jautonomy.
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~J

Are Councillor and

the strategic process?

officer roles defined in P

5

[¢] P

here does not seem to be any attemplj

thoughts from either officers on

iticians regarding the definition of
oles. The comments from politicians
uggest that CE is the principlel
nterface given significant problems.
oth officers and politicians suggest
hat a workable relationship must be|

aintained. The strategic planning|

rocess must assist relationship
uilding — given that the key issues are
orked through together.

o
ouncilor on officer/council
elationship pg7, 'l think th
trategic planning process ha

nfluenced relations — it is taken a
read that if your involved in puttin
an issue together you involve you
politicians and officers (across th
board) & community...so it work
put different levels with differen

Jndividuals and issues.

Officer pg7, ‘there has been a ve
big emphasis on creating an air o
partnership...we don't like taking
Jssue to council without having hat
prior input from council...we aim 1
work beside them...the process
formalised  and

lgccording to issues.

sn't varies

Officer pg8 , 'the CEO has been
totally committed to the process,
which has been crucial...the
prganization has to buy in as o
whole ....separating policy, servic
delivery, regulatory and sirategy haj
assisted in reducing organization

conflict’

No

council ie provider,

promoter/facilitator, advocate.

The strategic plan does identify the role off

funder,

o

owever, the plan does list the va]uer
ouncil should adopt based community
ie. open democratig
ision-making, leadership, delivery o
uality services, sound management o:l
sets and finances, responsibility and
ccountability for decisions made
hese values should guide both officers]

politicians.

ICEO & Mayor have not actively sought id
define the relationship — either formally on
Officer
concern with CE’s that take the mosf

informally. pg7, expresses

[expedient path in relation to gefting
Councilors to act in strategic decision
making mode.

SP
management tool, pg6 "It might be, buf

Mayor on usefulness as 4
s got to prove itself....the concept I'm)
not fighting, but lets not expect it to do

Imiracles”
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What are the two key
reasons provided by

ffor strategic planning?

(set thisQup as a
Iscored matrix)

5
officers and politicians

[iOfficers — to read and cope withp
hange, and provide goals and
jectives to the organization and
ommunity.

oliticians — Provide a focus on

mportant issues, focus on long term)
planning, and finance.

Officer - Provide guidance 1
council decision making via

coherent framework. To mak

council more competitive and
performance orientated.
Politician —  Achieve  greater|

lcommunity involvement, and justify
policy decisions regarding resourcey

location (through a clear focus on)

ssues)

fficer, Id the services council shou
rovide the community, and identify th
eans 1o achieve goals and objectives

Politician, Provide goals and objectives 1o
he organization and the community, and

the community.

dentify the services council should provide|

fficer — provides goals and objectives 14
he organization & community, and
dentify the means to achieve goals and
objectives.

Politician — Meet legislative requirements
jand provide guidance to council decision
making
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Appendix VI Database Scoring

The database records comprise of the research criteria or questions, and the database fields

comprise of the case studies and raw scores.

The information sources, including plans, transcripts and other research findings where analyzed
against the research criteria or questions contained in the database records. The relevant findings

for each TA were recorded as notes within the appropriate cells of the database.

Once the data was captured, it was data sorted to provide output consistent with research
objective requirements. Raw scores and weightings where assigned to the sorted data, with the

final weighted scores being calculated on Excel spreadsheet.

A standard raw scoring regime was applied to the research data contained within the databases.
A raw score of one to five was allocated to each research variable. The significance of the score
relates to a case study’s position on a continuum and the research objectives associated to each

continuum.

The raw score was adjusted by weighting assigned to the research criteria or question. The
weightings were determined by the researcher who made an assessment on the influence that
research criteria or questions should have on the positioning on a continuum. The method used

for assigning and calculating weightings is detailed in Appendix 1.
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Political Context — Score Table

Weighting
Group

<
2

SS0ONO O AN =
L T L e e e e e 1 ]

Final Weighted Score

Weighting Groups

NS Weighting
0.73
1.10
1.10
1.10
1.10
1.10
1.10
1.10
0.73
0.73
1.10

MONWRORO S DD WWT
PO WARWAWS
PRONLOROND WL
MWW N AN SN
A N N N N R
OWL WD WHHWSN
== WWNRNN W

w
F
n
W

11.00 32 41 26
28 3.7 24

1=80% (ie. all vars assigned with 1 collectively have a combined influence of 80% on the final score.)

2=20%

Weighting Calculation
80%= 8.800
20%= 2.200

Tot Var's 11.000

Group 1 1.100
Group 2 0.733

(% Var)

(%Var divided by number of Var's in each Weighting Group )
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Strategic Initiatives — Score Table

OF O3 0 v O v 04 v 0 0 0 LR N el ] - =] u
- L L T R e ata T I go oo
WO T o~ DO = OO -t - Mmoo - M
m211333222122223255 o™ e - NTOTNDNOT O T~ go ﬁ‘_
m T R R T R B R T Mmoo mMnono-T ”
b=l
Emer-rmTTTOOOANNTOTOON0 g L R Rl TE I o T R @ o @ o
E o o
2 IR TR YR R mom oo TN O O-T M
=
n 0 @
8888883888883 8RN 8 $2233823333333333a88 8 RRIRNRRINNNN § 33888 8828828
b e e o Retpieta i aet Dot i i Ji i et St oy e g ol S gk Sk B g ~ ik okt i S et S S S g iba g iha o i oL o e i e
%432345‘54542534332 - NN NN NN -~ 00NN o SN N0 - o~ Mmoo Ll B R R )
SrrrONNNCrNNONNNG -0 o TN NN TO T ONOE NN o THNO - NN - NN N - - N NN -
JP. T e B - T Y IV VR IRV R BV S o~ s._p NONONOTOT O TN NO T O N L] " mENTOTOTT T - “32213 DNTONNOOD Lol B
g o a g a a
[ o [ [ & &
3 3 x 5 E 3
£ 2 w
€
] ] a §
o o (4] w m [4]
W ] el N T R R e ) S S ~ S W “
SwesnPRICRRRN8R8SRTER > e nE2o R Y¥IRERS > <-§388959%358 Sar-ea ~one~gQ2 3
] % E b 3 E]
o o [:4 3 4 o
TONMTODFTOTODTNDOTOOON %4 = NGO OO OO ”‘_ LBl B Bl o
TrTTHTOOOUTDTODnnTOOn 2w - e e “
R B T — T R oo -
FOEFNNNONN NN NN - Do M fe - u
BN rom O ONNN N NN N N T T TN FrOONOO0-0n00 Bo R )
W MEEOOUDBNNN-TOONONO0 e LA R M
= TETTNONTTTOTYTOTTONT W R b
-
=
+988838388888888388 § £888888888888888.888 8 sguvvrvrrgerr § 55858 329383
e S - i S B S e o Sin St e o S S S b S B i S S | So~Sa _e g
m‘32345454542534332 - TrrTTTODDODNDTOTO DN T OONn - NETTNT OO T OO - T T NNO M T TN
SrercrONANCrNNDDNNS -0 o FR NN NNNNS NN N -f ® B Lt Eats R e T oo~ -0
TUCr OO0 NN NN D NT T o METEOONDMNNN-TOONONGO 0 FrNOONODTYTTOn 0 Rl B} mw o TN oo
- -] o~ ] o 2 - L] ~
-9 m o 8 o 2 o o
& & a £ a2 & &
LoMT-raTTIOTOMONTOTOY TR TTTAAUDNTTLIOTTOTTONT DS L oogsennotsoaeoe TomT - Tenesnca gw Tm o
¥y E ¥y E K E F A £ 2 .m. 3
= o = o = = = - o = °
: s 3 s 3 s 3 3 -
- - - - - - o
w Faer2In2oSYRERGRTEE  § CveerNeC2ININRRRGSNy 0 5 TERBRINIIRLMS wl,.s?e ml.f;ﬁ 2 Wsuw B
& < i 2 i i i@

203



Adaptation — Score Table

Weighting

Var Group P w M NS Weighting
1 1 2 3 1 2 1.00 2 3
2 1 2 2 1 1 1.00 2 2
3 1 2 1 2 3 1.00 2 1
<4 7| 1 1 1 1 1.00 1 1
5 1 2 2 1 3 1.00 2 2
5 i 3 3 1 3 1.00 3 3
7 1 1 1 2 2 1.00 1 1
8 1 3 3 2 2 1.00 3 3
8 1 3 2 4 3 1.00 3 2
10 1 3 1 1 3 1.00 3 1
11 1 4 4 3 3 1.00 4 4
12 1 4 3 3 4 1.00 4 a3
13 1 S 3 2 5 1.00 5 3
14 1 3 3 1 3 1.00 3 3
Final Weighted Score 3 2 2 3 14.00 38 32
28 2.3

Weighting Groups
1=100% (ie. all vars assigned with 1 collectively have an equal influence on the final score.)

Weighting Calculation
100%= 14.000 (% Var)
Tot Var's 14.000

Group 1 1.000 (%Var divided by number of Var's in each Weighting Group )

- MWW = B NN = =t D) =t -

1.8
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Strategic Role — Score Table

Weighting

Var Group P w M NS Weight Weighted Scores
1 2 3 5 3 5 0.68 2 3 2
2 1 4 5 3 2 1.26 5 6 4
3 2 3 5 2 3 0.68 2 3 1
4 1 3 2 2 4 1.26 4 3 3
5 1 3 < 1 3 1.26 4 5 1
6 2 1 3 2 1 0.68 1 2 1
7 2 4 4 1 4 0.68 3 3 1
8 1 4 4 2 4 1.26 5 5 3
9 1 3 2 1 3 1.26 B 3 1
10 1 3 3 1 3 1.26 4 4 1
11 1 2 2 2 4 1.26 8 3 3
12 2 3 3 2 3 0.68 2 2 1
13 2 4 2 2 4 0.68 3 1 1
14 2 3 3 3 3 0.68 2 2 2
15 1 4 2 2 4 1.26 5 3 3
16 1 4 4 2 5 1.26 5 5 3
17 1 2 2 2 2 1.26 3 3 3
18 2 4 4 3 2 0.68 3 3 2
Weighted Score 3 3 2 3 18.00 57 57 35
3.2 3.2 19

Weighting Groups
1=70% (ie. all vars assigned with 1 collectively have a combined influence of 70% on the final score.)
2=30%

Weighting Calculation

70%= 12.600 (% Var)
30%= 5.400
TotVar's 18.000

Group 1 1.260  (%Var divided by number of Var's in each Weighting Group )
Group 2 0.675
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Appendix VI Annual Plan Analysis

The final scores of the analysis of Annual Plans have been appended as evidence that a substantial assessment was made of TA practice before selecting
research participants. A textural analysis was performed on the following plans, against a defined set of variables. A score was allocated against each variable.
The results were plotted on graph that presented each TA in a quadrant. The position in a particular quadrant indicated both the political and strategic approach

adopted by a TA. This provides a useful tool for comparing all councils and selecting participants.

POLITICAL STRAT Quadrant
Var1 Var2 Var3 Var4d Var5 Var6é Var7 Var8 Var9 | Vari0 Vart1 Vari2 Vari3 Vari4g SCORE SCORE
§core sScore score score Scofe Scole score Score score ScCore Score score score score
ASBURTON 1 1 1 1 -1 1 -1 -1 1 1 1 1 1 L 2 2
AUCKLAND CITY 1 1 1 1 -1 1 1 1 -1 2 15 1 1 6.5 5 2
BANKS PENINSULA DISTRICT -1 1 1 1 -1 -1 1 -1 -1 -1 -1 1.5 1 1 1.5 -1 1
CARTERTON DISTRICT -1 1 -1 -1 -1 -1 -1 -1 -4 -2 3
CENTRAL OTAGO -1 -1 1 -1 -1 1 -1 -1 -2 -2 3
CENTRAL HAWKES BAY 1 1 1 -1 -1 1 -1 -1 -1 1 1 -1 -1 -1 0 4
CHATHAM ISLANDS COUNTY -1 -1 -1 -1 1 -1 -1 -1 -2 -4 3
CHRISTCHURCH CITY -1 1 -1 1 -1 1 1 -1 -1 2 -1 1 1 1 4 -1 1
CLUTHA DISTRICT -1 1 -1 -1 1 -1 -1 -2 -1 3
DUNEDIN CITY -1 1 1 1 -1 1 1 -1 2 1 15 1 1 6.5 2 2
FAR NORTH DISTRICT -1 -1 -1 0 -3 3
FRANKLIN DISTRICT 1 1 1 -1 1 1 -1 2 1 1 -1 -1 2 ; 4 2
GISBORNE DISTRICT 1 1 -1 -1 1 -1 1 -1 2 1 1.5 1 -1 45 0 2
GORE DISTRICT -1 -1 -1 i1 -1 -1 15 1 1 25 -4 3
GREY DISTRICT scc AR 1 1 1 1 -1 1 1 -1 = | 1 -1 -1 -1 -2 3 4
HAMILTON CTTY COUNCIL 1 1 1 1 1 1 4 2
HASTINGS DISTRICT -1 -1 1 -1 1 1 -1 1 -1 1 i 2 -1 1
HAURAKI DISTRICT -1 -1 1 -1 -1 -1 1 -1 -1 -1 -1 -4 -5 3
HURUNUI DISTRICT 1 1 1 -1 -1 -1 -1 -1 1 1 1 1 1 5 -2 1
INVERGARGILL CITY -1 -1 1 1 -1 1 -1 -1 2 -1 1:5 -1 -1 0.5 -2 1
KAIKOURA DISTRICT -1 -1 -1 -1 -1 1 -1 1.5 -1 -1 -1.5 -4 3
KAIPARA DISTRICT 1 1 1 1 1 -1 -1 -1 1 | 1 -1 2 0 2
KAPITI DISTICT see later plan 1 0 1 2
KAWERAU D. C. 1 1 -1 -1 -1 1 -1 -1 1.5 1 1 1.5 0 2
LOWER HUTT CITY i 1 1 -1 - 1 -1 -1 -1 3 |27 1 1 25 0 2
MACHENZIE DISTRICT -1 -1 -1 -1 -1 1 -1 -1 -2 -4 3
MANAWATU DISTRICT 1 1 -1 1 1 1 -1 1 -1 1 -1 -1 -1 3 2
MASTERTON 1 1 1 -1 -1 -1 1 1 1.5 1 1 8.5 2 2
MATAMATA-PIAKO DISTRICT 1 1 1 1 -1 -1 -1 -1 1 1 1 1 4 0 2
NELSON CITY 1 -1 -1 -1 -1 -1 2 -1 15 -1 -1 0.5 -2 1
NEW PLYMOUTH DISTRICT 1 1 1 1 -1 -1 1 1 1 2 -1 1 1 -1 2 8 2
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NORTH SHORE CITY
OPOTIKI DISTRICT

OTORCHANGA D.C.

PALMERSTON NORTH OITY

PAPAKURA DISTRICT
PORIRUA CITY

QUEENSTOWN DISTRICT

RANGITIKI DISTRICT
RODNEY DISTRICT
RUAPEHU DISTRICT
SELWYN DISTRICT
SOUTH WAIRARAPA
SOUTH TARANAKI
SOUTH WAIKATO D.C

ROTORUA

SOUTHLAND DISTRICT

STRATFORD DISTRICT
TASMEN DISTRICT
TAUPO DISTRICT

TAURANGA

THAMES-CORMANDEL D.C

TIMARU

UPPER HUTT CITY

WAIMAKARIR! DISTRICT
WAIMATE DISTRICT
WAIPA DISTRICT
WAIROA D.C

WAITAKERE CITY

WAITOMO D. C section missing

WAITAKI DISTRICT
WELLINGTON ATY

WESTERN BAY OF PLENTY DC

WESTLAND DISTRICT

WHANGAREL
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Appendix VIIStandard Interview

Interview Questions

What has/is your involvement in Palmerston North City Council's strategic planning?

How did Palmerston North City Council come about to strategic planning?

What commitment to strategic planning is evident? {Strategic planning position to influence in
the organizational chart]

Where does Masterton District Council formally derive its sense of purpose? {vision / mission}

Do you think the mission statement has a particular emphasis?

How is the vision derived?
0  Where did the process come from?
[ What was the role of the Mayor?

How has ownership of vision been tackled - vision sharing?

PAGES B

Do you think the vision incorporates more organizational or community values or both?

organization values < > community values

Is there a tendency/desire to forecast the future in order to identify steps towards a vision?

Is there a tendency/desire towards focusing on current opportunity, resource, skill and
community circumstance to achieve vision?
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PAGE3C

Where does council lie on this continuum?

< >
forecast future to focus on current
identify steps towards vision opportunity etc, to move closer to vision

Do you think the values and perspectives of vision and mission statement are transparent in
council decisions?

Is there a process by which the vision statement moves from the general to shape the specific?
{Is the mission statement considered into policy making?}

What about the mission statement? - what is the vehicle?

What is your concept of what policy is in Palmerston North City Council?

Does the process of achieving these policies vary a great deal?

Does the input {time, levels of inclusion, money} vary?

Is there guidance on linking input to the issue at hand?

Is this formalized? Where?

How is consistency in decision making maintained in this process? {i.e. are the steps & criteria
used across a range service requirements}

How is public input evaluated in the process - {Merit, Numbers,

and how is impartially maintained?
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Has council developed upon the traditional methods of participation? {such as invited
submissions, representative network]}

How is this being done? {If not already answered - who decides how much - is policy being
formalized - is funding clear?}

What motivates council to strengthen participation? {provide a list to choose from}

2) Community boards
Have Community Boards been active in the strategic planning process?

Has strategic planning served to change the role of Community Boards - present - future?

Is delegation of powers discussed very often?

How are the community boards involved within policy making ?

How are conflicting views between Community Boards evaluated in policy decisions?

B) Use and Expectations of Strategic Planning

Who is most affected by strategic planning? Now & in the future, Organizational?
Community ?

Is strategic planning putting pressure on the organization to change?

How? - processes, structure

How did the council learn about strategic planning?

{Consultants, initiatives of other council, own research, existing staff knowledge, other}

PAGE 1

Why are you strategic planning?
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{pick out 5 of the most important - then select the two most important}
0 Provide a focus on important issues.

O Provide guidance on the roles of councilors and senior officers.
O Meet legislative requirements more efficiently and effectively.

0 Enable council to read and cope with change.

0 Make council more performance orientated.

0 Improve the methods by which council measures performance.
0 Achieve greater community involvement.

0 Provide guidance to council decision making

0 Provide goals and objectives to the organization and community
0 Identifying the means to achieve goals and objectives.

Identify the services council should provide the community.

(]

Bl OO st s o oy s R o R o T

PAGE3-A

Indicate where the focus of strategic planning lies on the continuum.

Organizational focus < > community focus

(Inward view) (outward view)

Organizational problems such as: Community problems

L Internal communication L issues orientated  —

environment,social,cultural

equity issues

o

L rationalization of policy agenda
L definition of roles L user-pays

L, Corporate planning - resource requirements and
allocation

PAGE 2
What is the principal purpose of (territorial authority name) strategic planning?

{Tick 4 of most important - Rank in order of preference}
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O Tojustify policy decisions - resource allocation and reallocation

O Toimprove the image of council and the local community.

O To confer the most equitable and efficient set of service/benefits to the lives of citizens.
0 To adopt more private sector characteristics.

0 To make policy decisions more reflective of the community needs and requirements.

|

Create processes for the greater inclusion and use of community knowledge.

Others

(=

Do you think strategic planning will improve territorial authority's ability to provide the right level
and type of services?

How?

Will strategic planning put pressure on Palmerston North City Council performance criteria and
evaluation?

Will strategic planning help distinguish whether a service should be private or public good?

Will strategic planning help council compete with the private sector in the provision of
services? {i.e. confidence that local government can determine and provide public good as well
as the private sector can determine the provision of private goods.?}

PAGE 4
What does your strategic plan focus on?
0 Asset Planning - {Major projects - setting of preferences, considering debt}

0 Financial and Asset planning - {extrapolation of operational costs, expected savings = a
performance target,}

0 Issues emphasis - {broader community concernsj}
0 All of the above

0 Other

213



How have the community been included in the strategic planning process?

Is it envisaged that strategic planning will be an effective:-
1)administrative tool
2)governance tool?

{Effect for one more so than other?}
Is there a policy that defines the role and relationship of councillors and officers?
Do you think strategic planning will modify organizational behaviour?
*Administrative sense- is it expected to influence board/executive relationships?
*Political sense - is it expected top influence how the board provides leadership to the council?
Is a strategic plan expected to increase or decrease the discretionary powers of:
1)councillors.
2)senior officers?
How does strategic planning affect the role of the Chief Executive Officer?
Is strategic planning putting pressure on existing organizational structures?
How responsive is (territorial authority) strategic planning to change?
How is ongoing change incorporated into the existing documents?
How are linkages between the strategic plan and other documents formalized?
0 Acknowledged by staff and committees at meetings.

O Written

O Inter-departmental liaisons - staff and information movement.
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What works best?

How is strategic planning affected by changes in political circumstances? - How do you deal
with it?

Is strategic planning flexible enough to deal with moving boundaries such as:
J changes in the community’s values and perspective's ?

0 decision-making discretion?

How does the territorial authority deal with conflict about strategic directions?
0 Between community groups

0  Council /officers

0 Long and short term

Are the processes of review compatible with strategic planning

Are the policies and guidance from strategic planning compatible with existing organization
structures and processes?

{Do you foresee a need for change of the organization structure and processes?}

Are the changes required for fine-tuning, or are they more fundamental?

Would you describe the current strategic planning process as being routine in nature?

{Not out of the ordinary of other processes }

Has territorial authority departed from established routines in process since strategic planning?

{less formalized , greater flexibility for change, multiple processes matched to circumstance,
assimilation of ideas, emergent process}

Are breaks from established routines in process putting pressure on organizational structure?
{e.g., power bloc resisting pressures of process}
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What has been the role of the Chief Executive Officer in strategic planning?

PAGE 3 D

Has the Chief Executive Officer determined the content of strategy, or, shaped the context
within which strategy is formulated?

Patron < > Advocate

What commitment to strategic planning is evident? ({Strategic planning position to influence in
the organizational chart}

Does the strategic plan affect upon general staffing resource policies? {levels of staff,
qualifications, placements, induction, contracts}

How are long term goals reconciled with immediate citizen demands? {Look for establishment
of priority, levels of commitment to long term, focused on the big picture}

Mission
Does the mission statement say anything about the 'ends to be achieved' i.e. what needs are
to be meet, for whom and at what cost to the organization?

Is there an emphasis towards providing services in an efficient manner, or , building a strong
sense of community wellbeing through council activities, or, a mix of both. {Self-analysis -

compare with what councillors think}

Are goals included in the mission statement.

*

Do the goals reinforce the principal mission statement?

*

Do the goals change the focus/conflict with the focus of the principal mission statement?
Do the goals tie with general performance indicators?

*

What level of influence do these goals have in policy making? Are there examples of goals
influencing recent policy decisions? How common is this?
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* How were the mission goals derived?

Questionnaire Cards

PAGE 1

Why is Waitakere City Council strategic planning?

Tick the 5 most important

0 Provide a focus on important issues.

=]

Provide guidance on the roles of councillors and senior officers.
0  Meet legislative requirements more efficiently and effectively.

0 Enable territorial authority to read and cope with change.

0  Make territorial authority more competitive and performance orientated.

0  Achieve greater community involvement,
0 Provide guidance to territorial authority decision making
0  Provide goals and objectives to the organization and community

Identify the means to achieve goals and objectives.

=

[0 Identify the services territorial authority should provide to the community.
[ OB sisscsssusnussomamsmronss s osmsssmessios
PAGE 3

A) Organizational focus < > Community Focus

L internal communication L issues  orientated
environment, social,
cultural

L rationalization of policy agenda L equity issues

L Clarity of roles L user-pays
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L Corporate planning - resource requirements

and allocation

B) Organizational Values <

&)

Forecast futureto <

> Community Values

opportunity to move closer to vision
D)

Patron of the strategic <

> Focus on current identify steps towards vision

> Advocate for

planning process

strategic outcomes

PAGE 2

What is the principal purpose of Waitakere City Council’s strategic planning?

Tick the 4 most important

0  To justify policy decisions about resource allocation and reallocation

O Toimprove the image of council and the local community.

O To confer the most equitable and efficient set of service/benefits to the lives of citizens.

0 Toadopt more private sector characteristics.

0 To make policy decisions more reflective of the community needs and requirements.

0 Create processes for the greater inclusion and use of community knowledge.

PAGE 4

What does the Waitakere City Council strategic plan focus on ?

O Asset Planning - {Major projects - setting of priorities, considering debt funding}

0 Financial and asset planning - {extrapolating operational costs, identified savings, performance

targets, }
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0  Issues emphasis - {broader community concerns}

O  All of the above
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