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STRATEGIC PLANNING AS AN INTERNAL INDUCTOR OF CHANGE

THE EXPERIENCE OF BANCO DE PREVISION SOCIAL

EXECUTIVE RÉSUMÉ

The experience of the Banco de Previsión Social in the utilization of strategic planning as an internal inductor of change, demonstrates that the interrelation between  strategy and its implementation appears as a key factor to ensure the effectiveness of the change process.

This document identifies and analyzes the true variables that are critical to ensure said interrelation between thought and strategic action.

· Mobilize change through executive leadership

· Translate strategy into  operational terms

· Establish  strategy as a continuous process

The experience of the BPS confirms that the ability to execute the strategy is more important than the quality of the strategy itself, and this ability (which is transformed into a true strategic resource at an institutional level) is strongly determined by the presence of the three variables analyzed.

INTRODUCTION

Certain investigations carried out recently have indicated, not without concern, that an enormous proportion of strategic plans are never implemented, but are kept in a drawer or in a library of the senior executives of the organizations.

Thus the interrelation between strategic planning and strategic action appears as a key factor to ensure the effectiveness of  the change processes in our organizations.

In this document we analyze different variables that in the experience of the Banco de Previsión Social have resulted critical - due to their presence (or absence) - to ensure the transition from thought to action.

In this sense it is possible to identify three critical variables that determine the organizational capacity to implement  strategy and, thus, can be considered as the strategic internal inductors of the organizational change.

· Mobilize change through executive leadership

· Translate  strategy into  operational terms
· Establish strategy as a continuous process
MOBILIZE CHANGE THROUGH EXECUTIVE LEADERSHIP

Since 1995, the experience of Banco de Previsión Social has repeatedly demonstrated that the most important individual condition for success in the implementation of strategies has been the sense of belonging and the active  participation of the Senior Directorate and its management team.

The strategies promoted by the BPS required changes in virtually all the areas of the organization, which made it necessary to reach all the executives, as well as  a strong coordination. 

On the other hand, the implementation of strategies requires continuous attention and  focusing on the measure of performance against expected results.

If those with executive responsibilities had not lead the process in an energetic and dedicated manner, change would not have occurred, the strategy would not have been generated or implemented.

Several facts have guided the strengthening of executive leadership in the period under analysis:

· The professional approach to activities starts from the redefinition of the roles played by the Directorate, the General Management (integrated for the first time to the organizational structure), and the business and the functional units management.  The Directorate is visualized in its role as politically responsible for leadership, establishing relationships with the external system, and internally focusing its action towards strategic planning and control of activities, thus supporting the task of a professional management team.

· The creation of a Projects Unit for those projects of a strong impact (such as the Implementation of Previsional Reform) in which structure  converge leadership and the political will to perform, by locating at the center of its strategic decisions the maximum authorities of the organization with political responsibility.  The implementation of the strategy is not delegated to a technical level, but the responsibility, both internal and external, is concentrated at the political level of  guidance  of the activity,

· Grant the persons responsible to supervise the implementation, the authority and the resources to perform the activities.  They must be supported to ascertain that they have an influence at all levels and in all the areas of the organization.

· Generate considerable pressure at a managerial level:  the process starts at the summit and decreases gradually through all the management hierarchy.  Managerial levels are granted a higher participation in the decision making process;  this is accompanied by achieving adequacy of the salary scales and  an increased  demand for dedication and training, all of which converges in an improvement of performance, as well as in the promotion of new executives in a generational renewal process.

· Preach through a good example.  To attain commitment it is considered necessary that those that exert leadership  practice what they preach and that  they demonstrate clearly their own commitment to change.

· A strong communications policy, both at an internal and an external level, reinforces the commitment of the entire organization to the knowledge and implementation of the strategy. 

As a conclusion, it can be pointed out that the formal approval of a strategy (or of a strategic plan) by Senior Executives (Directorate - General Management), is not enough to ensure its implementation.  On the contrary, the experience of the BPS evidences the need for an active role by Senior Executives in all strategic actions.  This role is fundamentally associated to:

· starting and supervising the development of the strategic planning projects and their implementation, determining the institutional agenda.

· assignment of resources

· adoption of corrective actions when the action is faced with certain obstacles or crises.

· lead the  negotiations and agreements with authorities outside the institution and with key suppliers. 

TRANSLATE STRATEGY INTO OPERATIONAL TERMS

The speed with which the new strategies produced results indicated that the success of the undertakings was not exclusively the consequence of the resources employed (although obviously a strong process of investment was required  in human, technological and material resources), but basically, of the internal capacity of the organization to combine said resources in projects with specific results in line with the objectives to be achieved.

At the start, external assistance specialized in project planning and control was required.  As from that initial assistance, the BPS gradually generated its own project  methodology and adapted it to the diverse projects on the basis of its scope.   This is why some of the projects were incorporated as a temporary structure under the project administration approach, while in some other cases, the responsibilities were assumed directly by the in line organization.

The definition of short term improvement plans was another instrument used as a means to obtain results - in particular in the relationship with customers - as a way to validate the implementation of the strategy demonstrating the commitment to organizational change at all levels.

The establishment of specific and realistic objectives helped to transfer and stabilize change.  Some elements were helpful for this transfer and stabilization:

· carry out pilot tests (whenever possible) and a gradual implementation (for instance, by geographic zones)

· recognize and reward when an objective has been achieved

· establish rapidly and expand satisfactory changes

· comply strictly with established deadlines

The inclusion in the strategic planning methodology adopted (see following point), of specific action programs (SAP), aims precisely at defining with precision in an annual horizon the activities that specific responsible persons must perform to ensure the implementation of strategic objectives.  In other words, the idea  is that the specific action program will constitute the necessary technical support for the strategy.  Each SAP covers a whole of coherent and well structured actions that will support each strategic objective, with deadlines that may be evaluated and controlled.

It is precisely at this level where the alignment of the strategic planning with the budget  is produced, when presenting specific action programs (last link of the strategic planning process), with the units responsible for their execution and the resources assigned to that effect.

Chart 2: Specific Action Programs by Strategic Directive

GENERAL ACTION PROGRAM
AREAS RESPONSIBLE FOR PREPARATION
SAP No.
SPECIFIC ACTION PROGRAM

No.
DENOMINATION
MANAGEMENTS



Strategic Directive: 1.- CONSOLIDATE THE IMPLEMENTATION OF PREVISIONAL REFORM

1.01
RECORDS OF THE LABOR HISTORY
ATYR
1.01.2001.01
Improve the records of Labor History



CUSTOMERS ATTENTION AND IMPROVEMENT OF PROCESSES
1.02.2001.01
Statistical data Analysis



ECONOMIC BENEFITS
1.02.2001.02
Corporate systems for Persons, Activities and Labor History

1.02.
DATA BASE FOR BASIC COLLECTION AND ECONOMIC BENEFITS
ADMINISTRATION
1.02.2001.03
IBM Contract – Maintenance



ATYR
1.02.2001.04
Record of Enterprises and Contributors



CUSTOMERS ATTENTION AND IMPROVEMENT OF PROCESSES
1.02.2001.05
Model Operation of Corporate Data

1.03
GRANTING AND PAYMENT OF ECONOMIC BENEFITS
ECONOMIC BENEFITS
1.03.2001.01

1.03.2001.02


Culminate the implementation of Benefits Re-Engineering

Reconstruct the Labor History prior to 1996

1.04
NOTIFICATION OF LABOR HISTORY
ECONOMIC BENEFITS
1.04.2001.01
Notify Annually the Labor History

Strategic Directive: 2.- SIGNIFICANT IMPROVEMENT OF FISCAL ADMINISTRATION




2.01.2001.01
Fiscal System




2.01.2001.02
Simplification of the normative frame of fiscal administration



ATYR
2.01.2001.03
Nominated revenue systems with validation and pre-billing operating in the entire country in its diverse modalities (Contributes also with Strategic Directive No. 1)

2.01.
IMPROVEMENT OF FISCAL ADMINISTRATION

2.01.2001.04
Coordinate actions with other fiscal administrations.




2.01.2001.05
Atyr Re-Engineering



ADMINISTRATION 





COORDINATION INFORMATION SERVICES
2.01.2001.06
Substitution of SP2 equipment (Contributes also with Strategic Directive No. 1)

Strategic Directive: 3.-  INCREASE INSTITUTIONAL CAPACITY AS OF SOCIAL POLICIES




3.01.2001.01
Culture and Training Program




3.01.2001.02
Informal education for the Montevideo Department




3.01.2001.03
Strengthening of Institutions for Disabled Persons



SOCIAL BENEFITS
3.01.2001.04
Integral Attention for Elders in a homeless situation




3.01.2001.05
Strengthening of  Organized Civil Society




3.01.2001.06
Housing Program for Retirees and Pensioners


ADJUSTMENT OF

3.01.2001.07
Social Tourism

3.01.
ADMINISTEED SOCIAL

3.01.2001.08
Support to Adolescent Mothers, Child and Family


SECURITY PROGRAMS

3.01.2001.09
Infant Mothers



HEALTH
3.01.2001.10
Dental care for children and pregnant women from the interior of the Country.




3.01.2001.11
Purchase of Medical Equipment



SOCIAL BENEFITS
3.01.2001.12
Information on Social Benefits




3.02.2001.01
Information on Revenues




3.02.2001.02
Information on Social Benefit

3.02
IMPROVE INFORMATION ON
ACTUARIAL AND ECONOMIC COUNSEL
3.02.2001.03
Information on Health Benefits


ADMINISTERED 

SOCI AL SECURITY PROGRAMS

3.02.2001.04
Information on Short Term Economic Benefits




3.02.2001.05
Information on Long Term Economic Benefits



HEALTH
3.02.2001.06
Improvement of Health Services

Strategic Directive: 4.- INCREASE  CONFIDENCE IN THE ADMINISTRATION OF  SOCIAL SECURITY PROGRAMS




4.01.2001.01
Investigate the opinion of internal customer




4.01.2001.02
Monitor the quality of Services to Contributors and carry out studies of the evolution of social-cultural  guidelines




4.01.2001.03
Study the evolution of needs and/or demands of population with respect to new forms of attention




4.01.2001.04
Monitoring BPS image before Public Opinion

4.01.
IMPROVEMENT OF CUSTOMERS 
CUSTOMERS ATTENTION AND 
4.01.2001.05
Monitor the quality of Activity Benefit Services and carry out studies of the evolution of  social-cultural guidelines


ATTENTION
IMPROVEMENT OF PROCESSES
4.01.2001.06
Monitor the quality of Passivity Benefit Services and carry out studies of the evolution of social-cultural guidelines




4.01.2001.07
Administration of External Users




4.01.2001.08
Internet Editorial Council




4.01.2001.09
Call Center




4.01.2001.10
Corporate information system



ADMINISTRATION
4.01.2001.11
Physical Structure Maintenance and Development

4,02
PERFORMANCE OF LEGAL SERVICES
LEGAL COUNSEL
4.02.2001.01
Redesign the participation of legal services in procedures relative to Substantive Areas




4.02.2001.02
Improvement of information on lawsuits.

4.03
SAFETY IN THE HANDLING OF INFORMATION
INTERNAL AUDIT GRAL. MANAGEMENT
4.03.2001.01
Safety in the handling of information




4.03.2001.02
Safety Program

4.04.
STRENGTHENING OF NSTITUTIONAL COMMUNICATION PROCESS
CUSTOMERS ATTENTION AND IMPROVEMENT OF
4.04.001.01
Editing and emission of videos

4.05.
PAYMENT OF ECONOMIC BENEFITS
STRATEGIC PLANNING AND CONTROL OF OPERATIONS
4.05.2001.01
SUEP maintenance and transfer

Strategic Directive: 5.- STRENGTHENING THE ORGANIZATIONAL AND MANAGERIAL INFRASTRUCTURE OF THE INSTITUTIO




5.01.2001.01
Training



HUMAN
5.01.2001.02
Education and Development Plan



RESOURCES
5.01.2001.03
Organization and Human Resources Data Base




5.01.2001.04
Personnel Evaluation

5.01
STRENGTHENING HUMAN RESOURCES OPERATION
STRATEGIC PLANNING AND  CONTROL OF OPERATION
5.01.2001.05
Payroll maintenance and transfer



COORDINATION OF INFORMATICS SERVICES
5.01.2001.06
2001 Technological Training Plan



INFORMATICS AND TECHNOLOGY COUNSEL
5.02.2001.01
Preparation of Informatics Plan



INFORMATICS SERVICES COORDINATION





INFORMATICS SERVICES COORDINATION
5.02.2001.02
Technologic infrastructure development and maintenance




5.02.2001.03
Trainees Agreement with the University





5.02.2001.04
Administration of Services hired to support the internal development and maintenance



INFORMATICS AND TECHNOLOGY 
5.02.2001.05
Recovery of investments in technology

5.02
INFORMATION/TECHNOLOGY 
COUNSEL / INFORMATICS 
5.02.2001.06
Alternate Operations Center  for Economic Benefits


INFORMATICS SYSTEM
SERVICES COORDINATION
5.02.2001.07
Extension of support services
Micro Third Party at Mdeo




5.02.2001.08
Consolidation of N.T. Departmental Technologies Servers



INFORMATICS
5.02.2001.09
Administration tool for Development Service Centers (Phase I).



SERVICES
5.02.2001.10
Strengthening of coordination of operations between own and third party informatics centers



COORDINATION
5.02.2001.11
Implementation of technologies Administration Model




5.02.2001.12
Expansion of capacity for the net




5.03.2001.01
Indicators for the control of strategic operation




5.03.2001.02
Operation budget

5.03
PLANNING, PROGRAMING
STRATEGIC PLANNING AND
5.03.2001.03
Continuous Improvement of Strategic Planning


AND BUDGET SYSTEM
CONTROL OF OPERATION
5.03.2001.04
Activities performance




5.03.2001.05
Budget follow up - Health Operations

5.04
MANAGEMENT

STRATEGIC PLANNING AND
5.04.2001.01
Management Information System


INFORMATION SYSTEM
CONTROL OF OPERATION
5.05.2001.01
Improvement of reliability and exposure of budgetary and patrimonial information of the organization

5.05
ACCOUNTING/FINANCIAL OPERATING SYSTEMS
FINANCE
5.05.2001.2
Transformation of Loan Systems to Liabilities

5.06
IMPROVEMENT OF 
HUMAN RESOURCES
5.06.2001.01
Organizational Structure


ORGANIZATIONAL 
STRATEGIC PLANNING AND
5.06.2001.02
Analysis of Corporate Services


STRUCTURE
CONTROL OF OPERATION
5.06.2001.03
Geographical Decentralization of the Operation

5.07
IMPROVEMENT OF

5.07.2001.01
Automatization of Purchasing Processes


PURCHASING 
ADMINISTRATION
5.07.2001.02
Record of Suppliers Record


OPERATION

5.07.2001.03
Contract Administration System

ESTABLISHING STRATEGY AS A CONTINUOUS PROCESS

The approval of the Social Security Reform in 1995, with effectiveness as of 1996, demanded from the BPS a fast response to mobilize its human, material, technologic and financial resources so as to face the challenge implied in the implementation of the Law in such a short period.

The strategic tasks that had to be faced, demanded the taking of strategic decisions that had to be adopted in a highly dynamic context aiming, on a priority basis, to ensure the response of the Institution to the challenges posed on the BPS by the implementation of the Reform.
In this manner, the strategic guidelines in said period (1995-1996) were characterized by being limited to those activities that were more directly involved in ensuring the fast response to the challenges faced.

By the end of 1996, and having successfully eluded such challenges, the BPS started to move towards a greater formalization of its plans while at the same time expanding their coverage to a greater number of activities.  In this sense, we must visualize the efforts for the design and execution of the Quality Plan for the years 1997 and 1998, the actions carried out in 1999 to handle the so called Year 2000 Effect, and the design and implementation of the Re-Engineering of   Benefits as from the end of 1999 which is still underway.

The organizational dynamics now faced the BPS with the need to advance in the formalization of its strategic planning process and control of the operation.

And, hence, in May 2000, the Directorate approved the Design of the Strategic Planning Processes and Control of the Operation and, within this frame, approved first the strategic directives of the BPS for the period 2000-2004 defining the priority tasks that the Institute had to undertake to strengthen its role as supplier of social security services and,  finally, in October 2000 the Strategic Plan for the period 2000-2004 was approved.

The evolution of the structuring of the strategy in that period has been guided by:

1.  The growing need to give coherence, unity and integrity to strategic objectives.  The institutional development during the last 5 year period, leaves gradually a lesser space for the decision making process fragmented by the units, and demands a coordinated action of the business and functional units.  As a consequence of the strategy itself, the Institution faces situations of increased decentralization, growing innovation of the information technology and growing demands of the environment, all of which makes it necessary to maintain a strategic approach to ensure a coherent action.

2.  The stability desired of long term objectives must not prevent the continuous change in the execution and re-composition of the programs of the BPS,  as otherwise it would mean accepting that the action is developed without a coherent frame to orient it.  Hence the definition of pre-determined instances to permit the Senior Directorate to adjust annually the strategic plan to the changing situations that the BPS has to face.

3.  The assignment of resources becomes a critical factor in the implementation of strategies.  The alignment between strategic objectives and programs on the one hand, and the assignment of human, financial, technological and physical resources on the other, are key elements to ensure the strategic operation.  In this respect specific mechanisms are adapted to relate the strategy with the budgetary process.

By relating the strategic planning process and the budgetary process (see attached chart), it is possible to align strategic objectives with the operating budget.  The operating budget presents the classification by performance units and, in turn, the resources classified in operating funds (maintain the activity at its present level), and strategic funds (to finance the specific action programs). 
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CONCLUSIONS

The experience of the BPS confirms recent studies that have concluded that the ability to execute the strategy is more important than the quality of the strategy itself.

This ability is strongly determined by three variables:

· Mobilize change through executive leadership

· Translate strategy into operational terms

· Establish strategy as a continuous process

The implementation of the strategic thought requires a clear executive leadership by the Senior Directorate of the Institution, to which effect it has to assume different roles in the strategic planning process:  promoter, administrator of conflicts, assignor of resources and negotiator.  The Senior Directorate must then see to it that things are done through an enormous ensemble of persons - in spite of having limited direct control on the majority of them - to which effect it needs to dedicate time to create a managerial team to accompany it in its task.

The process of translating strategic objectives into tangible attainable actions is critical in the change process.  The strategy must be regarded as a stage in a continuous process that moves the organization from its mission (with a high level of abstraction) to specific activities that must be performed by the executives in their daily work.  The experience of the BPS is determinant in concluding that whenever it was possible to translate these strategic objectives into attainable action programs, good results were obtained;  on the contrary, in those cases in which this action failed, the strategy was never implemented (regardless of its effectiveness or quality).

Planning is in essence a mechanism for assigning priorities and schedule events in the course of time.  In this sense, it is evident that since the first stage of the planning process (Law Implementation Plan), decisions were adopted as to assigning priorities to certain actions by virtue of their impact.   However, that was not a one time decision, but strategic objectives continued to be defined which established a sequence towards a final stage defined as from the organizational mission.

The Law Implementation Plan was the point of support for the strategic action.  The incorporation of informatics technology and of project operation that said Plan made possible, created conditions and, hence, a point of support to make of the strategy a continuous process.
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