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COMPETENCY: STRATEGY AND FISCAL HEALTH

ÅNEA Leadership Competency progression level:
ÅLevel 3: Agenda Driving

ÅNEA Leadership Competency theme:
ÅUnderstands the interdependency of strategic planning, budget development, 

and business policy



NEA Strategic Goal and NEA Organizational Priority:

ÅNEA Strategic Goal
ÅBuilding the capacity of the local, state and national union to ensure the 

success of public education

ÅNEA Organizational Priorities
ÅSupporting Professional Excellence



What is a strategic budget?



A Strategic Budget is….

ΧΦ¢ƘŜ ōǳŘƎŜǘ ŦƻǊ ŀ ǎǘǊŀǘŜƎƛŎ ǇƭŀƴΗ



Monitoring strategic budgets

ÅShould be done at every stage of the strategic plan

ÅMonitoring your budget solves the biggest problem of most strategic 
plans ςthat they are never implemented!
ÅMost organizations already have periodic budget reviews

ÅReviewing plan performance breeds accountability



Strategic Plan and Budget Continuous Process, 
Not Just a Product
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The Stages of a Strategic Plan

ÅMission statement

ÅSWOT analysis
ÅStrengths

ÅWeaknesses

ÅOpportunities

ÅThreats 

ÅStrategies and tactics

ÅAction plan

ÅBudget and operating plans



NEA as a Mission Driven Organization



What does a mission statement have to do with a 
budget? 



What does a mission statement have to do with my 
budget? 

ÅWhat are the levels of effort towards achieving the core values?

Å9ȄǇŜƴŘƛǘǳǊŜǎ Ŏŀƴ ōŜ ŀƴ ƛƴŘƛŎŀǘƛƻƴ ƻŦ ǘƘŜ ŀǎǎƻŎƛŀǘƛƻƴΩǎ ǇǊƛƻǊƛǘƛŜǎ



Total Budget Comparisons By Line Item

12



What does a mission statement have to do with my 
budget? (cont.)

ÅLŦ ǘƘŜ ŀǎǎƻŎƛŀǘƛƻƴΩǎ ǇǊƛƻǊƛǘƛŜǎ ŀǊŜ ǇŜǊŎŜƛǾŜŘ ŀǎ Ŝǉǳŀƭ ςare the levels of 
funding equal?

ÅFunding does not need to be equal but should be able to explain why 

ÅMay need to allocate salaries and related expenses 

ÅWhat is more important to the stakeholders ςthe level of funding or 
the relative priorities of the goals?



SWOT Analysis and the Budget

ÅDelve deeper into the strengths and weaknesses
ÅIs there a way to quantify strengths and weaknesses?

ÅStrengths  
ÅWhy were these strengths identified as strengths?
ÅWhat data would support validating strengths?

ÅWeaknesses
ÅWhy were these weaknesses identified as weaknesses?
ÅWhat data could assist in identifying areas of improvement?



SWOT Analysis and the Budget (cont.)

ÅOpportunities ςPut your money where your mouth is!

ÅThreats



Strategies and Tactics

ÅFunding of individual tactics and specific line items

Å¢ŀŎǘƛŎǎ ŦƻǊƳ ǘƘŜ άŀŎǘƛƻƴ Ǉƭŀƴέ



NEA Strategic Objectives



Action Plans

ÅThe more exact the plan, the more accurate the budget can be
ÅMakes it easier to monitor expenses

ÅExpenditures were budgeted for a specific reason
ÅEvery expenditure is tied to a tactic



Action Plans (cont.)

ÅSpecificity is key!

ÅJust as specificity is key in defining success, it will also help define 
failure!
ÅSuccess and failure is often a grey area to define

ÅIf your target is 80% membership saturation in district [X], is 75% a failure?  



NEA Strategic Objectives, 
Categories, Tactics and Activities



Action Plans (cont.)

ÅImportant to define the actual point at which the next tactic becomes 
impossible

ÅExample: The tactic requires $30,000 for the next phase
ÅHow many members are required before the tactic will not have resources 

available to support it?
ÅAre there metrics tied to the goals?

ÅWhy were the metrics chosen?

ÅDo the chosen metrics assist in evaluating the success or failure of the tactic?   



Continuous monitoring

ÅElements of the strategic budget are interdependent
ÅThe strategic budget is comprised of inputs and outputs

ÅThe strategic budget needs to be reviewed more than once

ÅHow frequently do you monitor your budget?



How frequently do you monitor your budget?



Monitoring the Budget

ÅActual vs. budget

ÅActual vs. projections

ÅVariances ςWhy?
ÅOne time expenses

ÅImprecise assumptions used when creating budget or projections

ÅSeasonality



How do you currently monitor your budget?



Monitoring the Strategic Budget and Monitoring the 
Association’s Goals

ÅThe easiest way to monitor the budget is by monitoring spending

ÅThree outcomes for the budget
ÅSpending is lower than was expected

ÅSpending is higher than expected

ÅSpending is as budgeted



Monitoring the Strategic Budget and Monitoring the 
Association’s Goals (cont.)

ÅWhy is the spending where it is?

ÅAre the goals financial?



Monitoring the Strategic Budget and Monitoring the 
Association’s Goals (cont.)

Consider the following:

Every tactic has only one way to succeed, 

but a bunch of different ways to fail



Monitoring the Association’s Goals

ÅNeed to reevaluate because there are not enough backup plans to 
ŀŎŎƻǳƴǘ ŦƻǊ ǘƘŜ ǇƻǘŜƴǘƛŀƭ ŦŀƛƭǳǊŜǎ όŘƻŜǎƴΩǘ ƳŜŀƴ ȅƻǳ ǎƘƻǳƭŘƴΩǘ ǘǊȅΣ 
though)

Åbƻǘ ƻƴƭȅ ŘƻŜǎ ǘƘŜ άǿƘŀǘ ŦŀƛƭŜŘέ ƛƳǇŀŎǘ ǘƘŜ ŀŎǘƛƻƴǎ ǘŀƪŜƴ Řƻǿƴ ǘƘŜ 
ƭƛƴŜΣ ōǳǘ άǿƘȅ ƛǘ ŦŀƛƭŜŘέ Ƴŀȅ ǊŜǉǳƛǊŜ ŀ ǊŜŜǾŀƭǳŀǘƛƻƴ ƻŦ ǘƘƛƴƎǎ ŦǊƻƳ 
further up the plan
ÅWhich metrics are falling short?

ÅIs the goal still achievable?



Timing, Tactics, and Action Plans

ÅHow much does timing play into the action plan?

ÅWhat will having to do a tactic longer mean for the timing?

ÅIs the outcome time sensitive?

ÅAre any of the other tactics in the action plan?  

Å¢ƻ ǎƻƳŜ ŜȄǘŜƴǘ ǇŜƻǇƭŜΩǎ ǘƛƳŜ ƛǎ ŀƭǊŜŀŘȅ ŎƻƳƳƛǘǘŜŘΦ  LŦ ŀ ƪŜȅ ǇƻǊǘƛƻƴ 
of an action plan is delayed, will that mean that a person is doing two 
jobs at once? 



Goal Achievement

ÅWhat is additionally needed in order to achieve the goal?
ÅWill more money make a difference?

ÅIs the strategy wrong?

ÅWas it not actually an opportunity?

ÅAre the metrics correct?



Financial Metrics and “Non-financial” Metrics

Å{ƻƳŜ ƳŜǘǊƛŎǎ ǘƘŀǘ ŀǊŜ ǘƘƻǳƎƘǘ ƻŦ ŀǎ άƴƻƴ-ŦƛƴŀƴŎƛŀƭέ ƻǊ άƪƛƴŘ ƻŦ 
ŦƛƴŀƴŎƛŀƭέ ƘŀǾŜ ŦƛƴŀƴŎƛŀƭ ƛƳǇƭƛŎŀǘƛƻƴǎΥ
ÅMembership

ÅDues rate

Å{ƻƳŜ ŦƛƴŀƴŎƛŀƭ ƳŜŀǎǳǊŜǎ ƘŀǾŜ ǎƻƳŜ άƴƻƴ-ŦƛƴŀƴŎƛŀƭέ ǾŀǊƛŀōƭŜǎΥ 
ÅRevenue ςfunction of membership and dues rate

ÅExpenses ςusually dependent on revenue, which is dependent on 
membership, dues rate, etc.



Financial Metrics and “Non-financial” Metrics (cont.)

Tying the budget to the goals involves finding ways to evaluate non-
financial metrics by using financial metrics

ÅReturn on investment (ROI)
ÅHow much does the target metric move based on the money being spent?
ÅIs that relationship linear?

ÅIs it roughly a demand curve?

ÅDoes the target metric move up until a certain point and then not move again?

Å²Ƙŀǘ ŀǊŜ ǘƘŜ ŎƻƴǎǘǊŀƛƴǘǎ ƻǊ άǇƛƴŎƘ ǇƻƛƴǘǎέΚ όƻƴƭȅ ǎƻ Ƴŀƴȅ ǎǘŀŦŦƛƴƎ ƘƻǳǊǎ ŀǾŀƛƭŀōƭŜΣ 
difficult to organize for more than one campaign, etc.)



What are some of the non-financial metrics you use to 
measure your goals?



Data –What Can You Use?

ÅMembership system information
ÅWho is where?

ÅWho is in what building?

ÅIs the entire local leadership from the same building?  

ÅActivist scoring ςcatalyst
ÅHow do people feel about unions?

ÅHow do they feel about what we do?  



Financial Metrics and “Non-financial” Metrics (cont.)

ÅWhat can be used to let people know what we are doing?
ÅVAN ςNew Educator Initiative

ÅάhƴŜ-on-onesέ

ÅSurvey about issues important to the member

ÅOther surveys

Åά/ƭƛŎƪ ǘƘǊƻǳƎƘ ǊŀǘŜǎέ ƻƴ Ŝ-mails and articles that have run

ÅOther data?
ÅMembership percentage

ÅAny ideas for engagement?



Align the Goals with the Data

ÅWhat kind of goals are they?

ÅEngagement or specific goal?

ÅTotal membership numbers?



Align the Goals with the Data (cont.)

What kinds of data can be used to measure either engagement or 
specific goals?

ÅEngagement/union support (i.e. the local needs a lot of help, horrible 
school committee, bad contracts, low engagement)
ÅSurveys

ÅάhƴŜ-on-ƻƴŜέ ŎƻƴǾŜǊǎŀǘƛƻƴǎ

ÅClick throughs

ÅCatalyst scoring

ÅVotes on the last contract - Was it unpopular?  Did it narrowly win after 
several votes?



Align the Goals with the Data (cont.)

ÅDoing the goal for greater numbers
ÅBargaining unit lists ςmembership systems 

ÅCatalyst scoring for those that can be identified

ÅPercentage of members of the bargaining unit that joined



Strategic Budgets and Goals

What can the new strategic budget and goal metrics tell us:

ÅOverspending
ÅWas the goal achieved?

ÅOvershoot the goal?

ÅIs there still more to come?

ÅUnderspending
ÅDid we not need as much as was budgeted for?

ÅHas the goal not yet been realized?

ÅIs the opportunity still an opportunity?



Strategic Budgets and Goals (cont.)

What can the new strategic budget and goal metrics tell us:

ÅOn budget, but is it still on track to reach the performance levels?

ÅNot on track for the goals ςshould resources be allocated differently?

ÅOn track to over-perform the goals 
ÅShould resources be reallocated?

ÅShould the goals be over-performed?
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Session Outcomes

The content from this session can be used in the following ways in your 
current position/role:

ÅTo understand how to review actual to budget financial results

ÅTo assess whether strategic plans and need to be modified



Closing

ÅPlease complete the evaluation for this breakout session by using the 
NEA Summit Mobile App!

ÅPlease visit the Leadership Development Resources website at 
www.nea.org/leadershipdevelopment

http://www.nea.org/leadershipdevelopment

