Fundamentals of Strategic Planning &
Execution

Theme: From Strategy Formulation to Results Delivery




G Introduction

Opening Thought

“A strategy is not a document—it is a set of choices that drive
action and results.”

Learning Objectives

e By the end of this session, participants should:
* Understand the full strategic management cycle
* Appreciate that strategy is organization-specific

* Be able to link planning = implementation - monitoring -
results

* |dentify risks and control mechanisms




What is a Strategic
Plan?

e A strategic plan is a structured roadmap
that defines:

* Where an organization has come from
* Where itis now

 Where it wants to go

* How it will get there

* How success will be measured




What is a

Strategic
Plan?
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Key Principle - No two strategic plans
are identical - each plan is:

* Context-specific

e Resource-dependent
* Leadership-driven

* Environment-sensitive
Examples

. fFUb“C utility focuses on service delivery and
2

iciency

e A startup focuses on growth and market penetration
* A non-profit focuses on impact and sustainability




Insight: Past performance is a mirror, not a destination—it
informs but should not limit future ambition.
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Components:

3 The Strateglc (a) Vision

* Aspirational, long-term
* “What do we want to become?”

Planning (b) Mission

* Purpose of existence

Framework: 3.3 e

(c) Strategic Goals
* Broad outcomes (3-5 years)

(d) Targets (SMART)

tO GO ? (Strategic . Specific

* Measurable

Direction) e

* Time-bound

Where Do We Want

Example:

e Goal: Increase market share

* Target: Grow market share from 15% to 25% in 3 years



w Do Wegbet There?

The Strategic Planning Framework: 3.4
(Strategy & Action Planning)

"Without strategy,

Strategic Activities:

* Programs/projects execution is

. Resourcc.e allocation aimless. WlthOUt

* Process improvements .

Tools: execution, strategy
* Strategic initiatives matrix IS USEIESS."

* Clear ownership

e Defined timelines

* Gantt charts — Morris Chang, CEO of TSMC .
* Milestone planning .
Key Elements: 4 »
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* Budget allocation

* Performance indicators

Insight: A strategy without execution detail is merely a-




Types of Risks:
e Operational risks
e Financial risks
e Strategic risks
e External risks (e.g., policy changes)

3 5 RlSk Framework:

L o . e Risk identification
Identlflcatlon & * Risk assessment (likelihood vs impact)
MltlgatIOn * Mitigation strategies

Example:

e Risk: Regulatory change
* Mitigation: Policy engagement, compliance readiness

Insight: mStrategy must be risk-informed, not risk-
averse



Tools:

 Balanced Scorecard

3.6 How Do We  Key Performance Indicators (KPIs)
Measure Success? Balanced Scorecard Dimensions:
(Monitoring & + Financial

Evaluation) . Customer

* Internal processes

* Learning & growth




Critical Success Factors Strategic

1. Leadership Commitment  Planning

* Tone from the top
e Clear communication
2. Alignment

e Structure
Effective
Results

* Systems

4  Strategic Plan * Culture

3. Resource Allocation

Implementation

* Financial
* Human capital

* Technology

" Common Pitfalls
4. Communication * Lack of ownership

* |nternal awareness e  Poor communication
* Inadequate resources
* Resistance to change

» Stakeholder engagement

Implementation Insight: Strategy execution is 90% people, 10% paper



Monitoring, Evaluation,

and Control

Monitoring

e Continuous tracking

* Focus on activities and outputs
Evaluation

* Periodic assessment

* Focus on outcomes and impact
Control

* Corrective action

e Performance improvement
Practical Tools

* Performance dashboards

e Quarterly reviews

* Annual evaluations



6 Monitoring, Evaluation, and Control

Example: Staff Appraisal Integration

* You can integrate:

e Quarterly performance reviews

» Categorization (A+, A, B+, etc.)

Example Framework:

* A+: Exceptional performance (>109%)
A: Excellent (100—-109%) ‘
B+: Good (90-99%)
B: Satisfactory (80—89%)

C: Needs improvement (70-79%)
D: Unsatisfactory (<70%)

/nsight: Indlwdual performance must align with organizational strategy



e Linking Strategy
to Digitalization

. Use of in-house IT systems

* Real-time performance tracking
* Data-driven decision-making
* Insight:

* Digital tools enhance transparency,
accountability, and speed




Wrap-Up &
Key Takeaways

Strategic Planning Summary Framework
* Where have we come from?
* Where are we now?

Where do we want to go?

How do we get there?

What are the risks?

How do we measure success?

Final Thought: “A good strategy is not judged by how well
it is written, but by how well it is executed and sustaing




Optional Class Engagement
Questions

 Why do most strategies fail at implementation?
* Can a good strategy fail? Why?

 How often should strategy be reviewed?
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Vision: Water for ALL; for heath_/‘nd Prc Background Context - About NWSC
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* Over the past two decades, NWSC has transformed from: A struggling public utility to A high-
performing, commercially oriented service provider

* This transformation has largely been driven by strong strategy implementation frameworks,
supported by robust monitoring, evaluation, and control systems.




° Strategic Challenges

* NWSC faced several structural and
operational challenges:

* Low service coverage

High levels of non-revenue water

Inefficient billing and collection systems
* Weak accountability structures

e Limited customer trust

The key strategic question became: How can
NWSC effectively implement its strategic plans
and ensure delivery of measurable results?




Strategy Implementation at NWSC

3.1 Decentralized Implementation Model

* NWSC adopted a decentralized structure,
dividing operations into:
* Areas
* Regions

* Each unit operates as a semi-autonomous
business unit, responsible for:
* Revenue generation
* Cost management
* Service delivery

Key Insight: Strategy implementation is
pushed to the frontline, where results are
generated.




3.2 Performance contracting

NWSC uses performance contracts between:

* Head Office

Example Targets:

» Collection efficiency (%)

* These contracts specify: « Water coverage (%)

* Targets (financial and operational) e Nonh-revenue water reduction

e Service standards

* Area/Regional Managers

e Fffirienrv metrirc

2012 - date

e GOU/PCVY
e PACE
e GOU/PCIII/IV o BPCs
e IDAMCs o TPCs
‘ e GOU/PCII * BPCs o IPAs
2000 e IDAMCs e OMGs

e GOU/PCI
* ONDEO

® 1998 * APCs

o KRIP
o PIPs




3.3 Staff Performance Appraisal System

e A structured quarterly appraisal
system is used:

Application: \"
* Links individual performance to S

organizational strategy LE: - -&A_na—‘

* Drives accountability and Rating
motivation A+ >109% Exceptional

100-109% Excellent
B+ 90-99% Good

80—89% Satisfactory
Need

70-79% cees
Improvement

<70% Poor



3.4 Use of Digital Systems

NWSC MOBILE 2
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We continue to innovate in this area with the objective of coming up with ultra convenient bill
payment options for our customers.
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NWSC has invested heavily in:

* In-house IT systems

* Real-time performance
dashboards

* Automated billing and
reporting

Impact:

* Faster decision-making

* Transparency

* Reduced inefficiencies



o — =

A

° Monitoring Mechanisms .

4.1 Continuous Performance =~

Tracking S

Monitoring at NWSCis: 7}
* Real-time i’
e Data-driven
* Frequent (daily, weekly, mao

Tools Used:
e Dashboards
* KPI tracking systems
* Field reports



Monitoring Mechanisms ...

‘Indicator

4.2 Key Performance
Indicators (KPlIs)

Examples include:

* Non-revenue water (%)

* Staff productivity
(connections per staff)

e Revenue collection efficiency

* Service coverage

Geographical Coverage (Towns)

Production Capacity (m3/day)
Pipe Network (Km)

Water Connections (No.)
PSPs (No.)

Sewer Connections (No.)
Population Served (No.)
Annual Turnover (UGX Billion)

Total Asset Base (UGKX Trillion)

than 500,000
people.

coverage

23
294,681
5,670
296,000
2,482
17,516
4.500,000
121

0.580

(3)

less than 18%

4)

300kms
network

20,000

!

282
791,077
23,784
1,004,197
31,204
30,539
22,700,000

649
5.040

(5)

connections.

4m$

(6)

revenue

(3)

85% coverage

4

= Reduction in non-revenue

» Before 2013: low service

coverage, limited financial
sustainability, weak
infrastructure, low
automation, minimal customer
centricity

2025: deliberate
transformation driven by
efficiency, innovation,
expansion, and commercial
viability

Service coverage growth

supported by internal financing
and operational efficiency

dala-dariven

20,000kms

700,000

connections.

(6
130m$ per
annum.



Monitoring Mechanisms ...

4.3 Internal Review
Structures

* Weekly performance
meetings

* Monthly regional reviews
e Quarterly corporate reviews

Insight: Monitoring is not an event—it is a continuous management discipline



Evaluation Framework

5.1 Periodic Performance
Evaluation

Evaluation is done:
* Quarterly
* Annually

Focus areas:
* Achievement of targets
 Efficiency gains
* Service delivery outcomes
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5.2 Benchmarking

NWSC benchmarks:
e Across internal units (competition
between areas)
* Against international utilities
Result:
* Promotes internal competition

. Encourages |nnovat|on
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5.3 Learning and Adaptation

Evaluation findings are used
to:

* Adjust strategies
* Improve operations
* Scale best practices

Insight: Evaluation is used
for learning, not just
judgment



Performance based Incentives

Control Mechanisms

6.1 Performance-Based
Incentives

¢ Monetary
é Non —Monetary (Emotional Incentive

¢ Comparative competition/benchmarking
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* High-performing units/staff are
rewarded

* Poor performance attracts
corrective actions



Control Mechanisms ....

6.2 Corrective Action Systems

* Underperforming units receive
targeted support

* Management interventions are
applied



Control Mechanisms

6.3 Governance and Oversig
* Board oversight
e Audit functions

* Compliance systems




6.4 Risk Management

Key risks managed include:
* Infrastructure failure
* Financial leakages

* Political/regulatory
pressures

Mitigation measures:
* Preventive maintenance
* Internal audits
 Stakeholder engagement




G Results of Effective Strategy Execution
NWSC Performance Journey 2013 - 2030

NWSC has achieved:

. . + Before 2013: low service
* Expanded service Indicator w 2025 m coverage, limited financial
sustainability, weak
coverage Geographical Coverage (Towns) 23 282 350 infrastructure, low
autorpa}ion, minimal customer
° lm P roved f| nancia I Production Capacity (m3/day) 294,681 791,077 850,000 centricity
1 il = 2025: delib
sustainabil Ity Pipe Network (Km) 5,670 23,784 32,000 transforfn]at?czztgriven by
efficiency, innovation,
* Enhanced o perationa |  Water Connections (No.) 296,000 1,004,197 1,294,197 ex%a[\sion, and commercial
viability
efficiency PSPs (No.) 2,482 31,204 50,000 | . service coverage growth
. . . . supported by internal financing
e Stron g In stitutional Sewer Connections (No.) 17,516 30,539 40,000 and operational efficiency
reputation Population Served (No.) 4.500,000 22,700,000 || 26,000,000 | = Reduction in non-revenue
water through data-driven
Annual Turnover (UGX Billion) 121 649 g29 ~ Management
= Strong shift toward “utility as
Total Asset Base (UGX Trillion) 0.580 5.040 6.200 a business” mindset
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° Key Lessons for MBA Studefts™

Lesson 1: Strategy Must Be
Operationalized

A strategy must translate into:
* Targets
* Activities
e Accountability



Lesson 2: People Drive
Strategy Execution

Systems support, but
people deliver results



Lesson 3: Measurement is Critical

KPls and appraisals align effort
with outcomes



Lesson 4: Continuous Monitoring Matters - Frequent
reviews prevent strategic drift
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Lesson 5: Evaluation Enables Learning

Organizations must : w W

adapt continuously | EVALUATION
. PN o |
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a) Why has NWSC succeeded where many public
utilities fail?

b) How does decentralization improve strategy

, i . implementation?
Q Discussion Questions

c) Canthe NWSC model be applied in private
sector organizations?

d) What risks might arise from heavy reliance on
performance targets?



home.

A young boy in Iganga district
® smiles with excitment after
Conc USIOn water was brought closer to his

afeWaterbringsSMILES!

o The case of NWSC demonstrates
that:

o Effective strategy is not about
planning alone—it is about
disciplined implementation,
continuous monitoring, rigorous
evaluation, and strong control
systems.

Thank you.




