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Using VA in Strategic Planning 

 Meeting the challenge of Change 
 Overview of FAST Diagrams 
 How to map strategies with Function Analysis 
 Developing Key Performance Indicators 
 Business Definition for the Fleet Management 

Centre 
 Strategy Mapping with Aboriginal Policy office 
 

Presenter
Presentation Notes
A strategy map is a diagram that is used to document the primary strategic goals being pursued by an organization. A strategy map is often used as part of a Balanced Scorecard. This presentation will demonstrate how value analysis and in particular function diagramming can be used to develop a balanced scorecard and in prioritization of resources.  The use of function diagraming establishes the how and why behind the strategy map. By using elements of the VA job plan, your team can agree upon, develop and prioritize your strategies and tactics.

http://www.scav-csva.org/index.php


Why strategic planning? 
To develop strategies to respond to internal and 
external forces 
 Traditional organizational rules are changing 

– Companies and organizations are becoming flatter, 
more integrated. 

 Interaction with external change 
– Demographics; communication patterns and speed, 

rapidly changing external situations; 
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What is Strategic Planning? 

Activity that is used to set priorities 
 Focus resources 
Work toward common goals 
Establish agreement on 

outcomes/results 
Respond to a changing environment 
 
- Balanced Scorecard Institute - 
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Presenter
Presentation Notes
Strategic planning is an organizational management activity that is used to set priorities, focus energy and resources, strengthen operations, ensure that employees and other stakeholders are working toward common goals, establish agreement around intended outcomes/results, and assess and adjust the organization's direction in response to a changing environment

http://www.scav-csva.org/index.php


What do you need strategic 
planning? 

If you maintain the status quo… 
RIM, Polaroid, Kodak, Parliament Hill, Speedy Memos, 
… 

If you plan you can develop a new value 
proposition.  

Freshbooks, IFIS, Lean Six Sigma, TurboTax; E-
health… 
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What is in a value proposition? 

 A vision that defines your raison d’être. 
 Strategies and tactics that define how the 

organization delivers value through day to day 
operations and through longer term projects. 

 Kaplan and Norton suggest a value proposition 
is part of a business strategy. 
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How do you Measure Value? 
-  

Value defined as ratio between satisfaction of needs (benefits) and use of 
resources (expenditure) 

Reconciling the needs and views of different stakeholders 
Balancing the use of resources to suit priorities 
Balancing the overall benefits realised with the use of resources 
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Balance between use of resources 

Balance between stakeholders 

VALUE α 

Satisfaction of needs 
(benefits) 

Use of resources 
(expenditure) 

http://www.scav-csva.org/index.php


Strategic Planning Hierarchy 
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Kaplan and Norton’s Framework 
Formula 

Describe the strategy                Strategy Maps 
               + 
Measure the strategy                Scorecards 
               + 
Manage the strategy                 Strategy Review 
Meetings 
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What is a Balanced Scorecard? 

 
 A visual aid and communication tool 
 A strategic planning system to:  

– align business activities to the vision and strategy of 
the organization 

– improve internal and external communications 
– monitor organization performance against strategic 

goals 
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Presenter
Presentation Notes
Several books on strategy mapping have been published by Kaplan & Norton, including: The Strategy Focused Organization (2000)Strategy Maps (2003)The balanced scorecard is a strategic planning and management system that is used extensively in business and industry, government, and nonprofit organizations worldwide to align business activities to the vision and strategy of the organization, improve internal and external communications, and monitor organization performance against strategic goals. It was originated by Drs. Robert Kaplan (Harvard Business School) and David Norton as a performance measurement framework that added strategic non-financial performance measures to traditional financial metrics to give managers and executives a more 'balanced' view of organizational performance. While the phrase balanced scorecard was coined in the early 1990s, the roots of the this type of approach are deep, and include the pioneering work of General Electric on performance measurement reporting in the 1950’s and the work of French process engineers (who created the Tableau de Bord – literally, a "dashboard" of performance measures) in the early part of the 20th century.The balanced scorecard has evolved from its early use as a simple performance measurement framework to a full strategic planning and management system. The “new” balanced scorecard transforms an organization’s strategic plan from an attractive but passive document into the "marching orders" for the organization on a daily basis. It provides a framework that not only provides performance measurements, but helps planners identify what should be done and measured. It enables executives to truly execute their strategies.
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What is a Balanced Scorecard? 

Presenter
Presentation Notes
The Balanced Scorecard is a technique for performance measurement based on financial and non-financial factors. The companies, using it can benefit with a complex view on a variety of problems that might bring happiness to their stake holders.



Appendix 1 
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Item Active Verb Measurable 
Noun 

Drilling a hole Make  Opening 

Traffic Lights Control Traffic 

Minister’s Letter 
Address 

Demonstrate 
Concern 

Understanding 

Functions are a   
 Verb – Noun abridgement  describing 

a  need 

Presenter
Presentation Notes
Here are some other examples of familiar items, and the functions they achieve. I’ll expect that this group will have some challenges for the Traffic Light example. 
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A function based Balanced Score Card 

Satisfy 
Customers/Users 

Optimize Internal 
Processes 

Satisfy 
Shareholders 

Develop Abilities 

Presenter
Presentation Notes
The Balanced Scorecard is a technique for performance measurement based on financial and non-financial factors. The companies, using it can benefit with a complex view on a variety of problems that might bring happiness to their stake holders.



Strategy Map 
 

 A Strategy Map is a pictorial model (visual 
representation) that holistically describes an 
organization’s strategy 
 

 The Function Analysis System Technique is a 
technique to show the logical relationships 
between functions of a project, product, 
process or service based on the questions 
“How” and “Why 
 

 How and Why are great strategy questions 
16 

Presenter
Presentation Notes
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From FAST to Strategy Map 
 

 MISSION derived from Basic Function 
 VISION derived from Higher order function 
 STRATEGIC OBJECTIVES derived from 

critical path and “When” functions 
 “How-and-why” logic helps create linkage 

between strategic objectives 
 Integrate customer/stakeholder needs 
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Function Analysis System 
Technique (FAST) Diagram 
 Method of organizing relationships 

between functions based on ‘how’ and 
‘why’ questions. 

 Graphical representation of 
relationship between functions 

 Enables objective thinking 
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FAST Diagram Example 
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Source: VA in Depth 
  Function Analysis 

  Function Analysis System Technique (FAST) 
  Canadian Society for Value Analysis 

   www.scav-csva.org 
  

http://www.scav-csva.org/index.php
http://www.scav-csva.org/


Functions and Strategy 
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LEGEND 
Why? 

When? 

How? 

AND 

OR 

Fleet Management Centre – Functional Diagram 
MISSION DEPLOYMENT STRATEGY TACTIC 

Cost effective 
management of all 
motor vehicle fleet 

assets to enable clients 
to meet their business 
travel and program 
delivery needs in a 
safe, efficient and 
sustainable way. 

… 

Optimize Fleet Assets 

Develop Fleet 
Acquisition Plan 

Deliver Fleet 
Acquisition Plan 

Operate Business 

Apply standards, 
policies and guidelines, 

tools & technology 

Manage FMC  Assure Financial 
Controllership 

support government 
initiatives. Manage issues 

1 

2 

3 

4 

5 

6 

-1 

-2 -2.1 

Presenter
Presentation Notes
The PHM Division is substantially more complicated than a mouse trap, but we can use the same Function Analysis process and FAST technique to describe the Division’s business. This is the mission statement that the PHMT agreed upon for this project, and highest level of functions describing how they agreed upon the Divisions lines of business. Each of the Functions at the Strategy level breaks out into more detail describing how that Function is achieved, and all contributing the Divisions mission



Business Needs 

 Meet Business Needs through VA 
 Typically use a Functional Performance 

Specification to: 
– Define Problem 
– Characterize Business Needs 
– Understand Process 
– Facilitate concerns of different offices 
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Sample Characterization of 
“Acquire Assets” 

Criteria Level 
 

Flexibility
  

   Comments 

Acquire Assets 
 

Number of 
vehicles 
acquired per 
year 

 320  F1 

Create a requisition in IFIS which 
specifies vehicle type for each 
vehicle (by Region), FMC QA 
approval and DOA in FMC, OSS 
creates purchase order and sent 
to VOR, monitor orders against 
vendor status, delivery notification 
and license info sent to Region 
and arrangements made for 
vehicle delivery to selected 
location. 
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Aboriginal Relations Office 
Strategy Mapping   
 Objective: Develop, evaluate and prioritize 

ideas for three new key priorities that clearly 
advance MTO’s objective to forge a new 
working relationship with Aboriginal 
communities and implement a new way of 
doing business with First Nations and Métis 
communities 

 The office was new, and needed to transition 
from forming to operational status. 

 Their current strategy was based on the 4 
directions. 
 

http://www.scav-csva.org/index.php


Aboriginal Relations Office 
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Strategies 

 Build MTO & Aboriginal Capacity 
– Educate  
– Facilitate capacity building 
– Build Ministry Capacity 

 Contribute to Broader Goals 
 Aboriginal Engagement 
 Strategic Advice & Facilitation 
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Translated 4 directions into 
Functions 
 Build Trust  

– How can we engage? 
– How can we Share? 

 Strengthen Relationship 
– How can we build Competency at MTO? 

 Support Program Delivery 
– Support Program Delivery 
– Share Expertise and Knowledge. 

 Improve Ability of Partners 
– Build Capacity in Transportation Opportunities 
– Support Economic & Business Opportunities 
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Developed a FAST Diagram 
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Development & Characterization 
of Ideas 

Activity/Idea Criteria Level Flexibility 

        
Hold Engagement Sessions Engagement 

with PTO 
2 F1 
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Build Trust  Strengthen 
Ability 

Support 
Program Rank 

R
es
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rt 

            

6 6 3 15 1 1 

Ideas were ranked for benefits realized and resources, effort to 
achieve 
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Last Slide 
Stephen Holmes 
Steve.holmes@ontario.ca 
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