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In the literature relating to Policy Deployment a whole host of names are used to describe the same step, item or term. In addition the terms vision and mission are also interpreted differently amongst different organisations, how one organisation writes their mission statement is another’s vision statement. For clarification, in this material we mean the following definitions and descriptions.

Values state how the organisation should conduct its business, for example:

“Act with uncompromising honesty and integrity in all we do” 3M

“Respect our social and physical environment around the world” 3M

“Dedication to every client’s success” IBM

“Innovation that matters, for our company and for the world” IBM

“Accountable. Customer-focused. Team-driven” Coca Cola Enterprises
Vision; an organisational aspiration. A vision statement describes the possible and desirable future state of the organisation, for example:

“Our key goal is to fulfil dreams through the experiences of motorcycling” Harley Davidson

“Our Vision is to put joy in kids’ hearts and a smile on parent’s faces” Toys ‘R’ Us

 “Be the best beverage sales and customer service company” Coca Cola Enterprises

Mission; an organisational purpose. The mission statement distinguishes the organisation from others in its field and identifies the scope of its operations in product and market terms. The mission statement addresses what is to be accomplished (the business objective) with a measure of accomplishment (the overall goal) within a given timeframe (when). The mission statement defines what the organisation needs to accomplish. For example:

“Competitive Manufacturing. To transform into a sustainable automotive products manufacturing plant” NSK Bearings Europe Ltd.

“Our goal is to be the Worldwide Authority on Kids, Families and Fun” Toys ‘R’ Us

"The Coca-Cola Promise: The Coca-Cola Company exists to benefit and refresh everyone it touches. The basic proposition of our business is simple, solid, and timeless. When we bring refreshment, value, joy and fun to our stakeholders, then we successfully nurture and protect our brands, particularly Coca-Cola. That is the key to fulfilling our ultimate obligation to provide consistently attractive returns to the owners of our business."
A mission statement is closely related to short term planning and answers the question “Who are we?” It is used to inform people. The vision statement is more long term, "Where are we going?", and is used to inspire. Vision, mission and value statements are typically written by the most senior leader of the organisation e.g. President or CEO and are intended to provide direction for the organisation. The creation of these statements is not covered in this material.

The Mid Term Plan is a key document used in the Policy Deployment process. It is a strategic overview of how the organisation may progress over the next 3 to 5 years to achieve the vision. In fast moving markets e.g. computers the period covered is less than 3 years. The mid term plan is often referred to as a “Three Year Programme or Challenge” and they are often designed to improve and stretch performance in critical areas of the business. Mid term plans are reviewed and updated separately to the Policy Deployment process discussed here, typically at 6 monthly intervals, with changes being made if the current business conditions require it. An example of a mid term challenge:

“We are committed to achieve”

1. The targeted profit 

2. The targeted costs for manufacturing

3. A level of zero on repeat concerns

Strategic priorities; these are items that are considered by the senior management team to be important for the whole organisation to contribute towards achieving; they are sometimes called critical success factors or main business drivers. The strategic priorities are written up as annual policies (also called hoshins). Typically they will be taken from the mid term plan to ensure a strong link between the annual policies and the future vision. Examples of annual policies:

· Beat (named competitor) in the (product or service) market

· To break even at 80% capacity

· Promotion of standardisation

· Reduce not right first time (scrap and rework)

Objectives; define the level of what must be achieved and when, to contribute towards implementing the annual policy. An objective usually includes a description and a target. The target may be set as intermediate and final targets. Where possible use a numerical measure that indicates results achieved. Each objective should have a named owner, responsible for review and progress.

Plans; how to achieve the objective. Also referred to as strategies or means. Plans should include control items to check progress, ideally a numerical measure that indicates results achieved or for projects milestones that must be met. Individual strategies should also have named owners.
Full list of references on handout 5.
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