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Planning Methodology for Environmental, Health and Safety Organizations 
 
Overview  
Organization planning and development requires an integrated, multi-disciplinary approach.  
Environmental, Health and Safety (EH&S) organizations have unique and changing drivers to the 
industries they serve.  Some of  the most significant shifts over the last decade include strategic sourcing  
policy (Compliant => Liability Management => Risk Management => Value Management); globalization 
of the EH&S organization (multi-culture and regulatory diversity); and economic and business cycles 
(cash flow driving spending pace).  
 
Conceptual View of the EH&S Organization 
An organization’s operations are divided into four key components that tie tightly together the program 
management functions: Policy, People, Processes, and Systems. 

• The Policy component dictates the direction, boundaries, and requirements of the company(s) and 
is relevant for understanding the conditions which drive behavior, actions, and results within the 
EH&S organization.  Key components are: 

o Mission, vision, goals 
o Rules and regulations, policies and procedures 
o Legislation, privacy, legal, financial and other binding constraints 

 
The policy component uniquely supercedes the other three components as it sets the context for the 
objectives, structure, and performance measurements of the people, processes and systems.  This 
conceptual view of the organization is displayed in Figure 1 below: 
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Continuing with the people, processes and systems of an organization: 
• The People component consists of evaluating how individuals are organized to achieve its goals.  

People comprise an essential component to achieving organizational success and this component 
analyzes their alignment with corporate policy to effectively achieve that success.  Key 
components are: 

o Roles and Responsibilities 
o Skills and Capability Alignment 
o Accountability, decision-making 
o Structure (hierarchy, matrix, divisional, etc.) 
o Internal and external collaboration 
o Training 

• The Process component consists of the core tasks and activities performed by the organization.  
An organization’s processes often determine the efficiency of an organization and can either 
promote or deter effective behaviors within a company, and specifically includes: 

o Electronic and physical (i.e. manual) tasks/processes 
o Financial, information, physical flows 
o Cycle, capacity, and throughput analysis 
o Financial goals, risk/return of investments, cash flow liquidity 

• The Systems component consists of the information technology, financial practices, and other 
systems that exist to support the people and processes.  Specifically it includes: 

o IT: 
§ Hardware/software environments 
§ Network architecture/Application capabilities 
§ Decision support systems 
§ Data and knowledge management and storage 
§ Technical innovation and obsolescence 
§ Security, access, collaboration, automation, intelligence 

o Financial 
§ Risk management/control 
§ Accounts/ledger 

 
Business Model 
 
A business model defines the what, why, how, how much, who and for whom a service or product is 
exchanged.  As conceptually depicted in Figure 2, a customer (e.g. business unit) conducts certain 
behaviors in seeking services/products to satisfy its needs.  An organization is delineated by the assembly 
of its policy, people, processes and systems around its financial construct.  The customer and organization 
intersect at the exchange of products and services, usually for some type of fee.  Fees with organizations 
can occur directly or indirectly.  Always included and permeating the business model is a suite of 
stakeholders, that can include residential citizens, business enterprises, natural resources, and interstate 
covenants and agreements, to name a few. 
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Figure 2: The Business Model (what, why, where, how, how much, who and for whom) 
 

 
 
Program Management Functions 
 
Ultimately, an organization is charged with effectively executing a series of program management 
functions related to the initiative at hand.  LMI’s project approach is anchored by considering the 
application of key program management functions from several key perspectives as depicted in Figure 3.   
 
Key program management questions include:  is quality management standardized at a higher 
organizational layer or is it decentralized within a cluster?  Is a defined issue management structure 
required or will an informal process work best?  Is the expertise required for financial and risk 
management functions shared among several agency programs or does this initiative require its own 
expertise?  Likewise, is technical evaluation even required, shared across the entire larger organization, or 
require its own specialized resource?  How specific are the performance measures, who determines them, 
and who is accountable to them?  Answering these questions, while considering the customer, operational, 
and financial considerations, guides the planning and execution of strategic IT initiatives. 
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Figure 3: Program Management Functions and Perspectives 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
Planning Methodology 
 
LMI’s comprehensive and flexible planning methodology is depicted in Figure 4.  This approach is 
modular allowing entry/exit based on current organizational plans/requirements (e.g. if a strategic plan 
already exists several of the modules and/or phases are already completed.  The planning methodology 
divides effort into five workstreams based on the conceptual view of the Agency Business Model.  By 
separating the work in this manner the interested organization and LMI can deploy resources effectively 
throughout planning activities.   
 
The top workstream (Figure 4) involves activities that spread across or integrate elements of the other 
workstreams.  In particular, the requested best practices programs apply to all components of the Business 
Model, separately and collectively.  In phase 3, all the other modules of work are incorporated in 
developing Business Model Options to achieve the Desired State.  In the end, all the elements of the work 
are incorporated into the final Implementation Plan. 
 
The Customer & Stakeholder / Offer & Exchange workstream investigates and analyzes those elements of 
the business model.  These activities include identifying and facilitating sessions with key customers as 
well as evaluating offer scenarios (i.e., loan terms) and performing a brand identity analysis.   
 
Organizational views subdivide into three workstreams.  The Policy workstream accomplishes the 
legislative needs assessment as well as redefining the mission and describing the “Desired” state of the 
organization.  The People, Processes, and Systems workstream consists of three modules including 
detailed activity mapping, capability assessment, and program management function testing.  The 
Financial Construct workstream investigates the status of funding, long-term capital requirements, and 
operational needs. 
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Figure 4: Planning Methodology 

 
Detailed Work Activities 
 
Phase 0: Project Management Kick-Off and Ongoing Communications 
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Description Weekly status meetings to ensure fluid communication, monitor progress, and resolve 
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Deliverable Weekly 1-page summary. 
Tools Work Plan Schedule and Budget. 
 
Phase 1: Best Practice Collection        
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Description A wide array of financial innovations and organizational alignment exists across the 

country.  LMI and its consultants involvement with many of these offers the opportunity to 
collect and assess the impact of these practices.    This module captures those best 
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Phase 1: Organization Needs and Incentives 
 
Workstream Customer / Offer 
Objective Provide organization with advice on the type of incentives customers interacting with the 

organization favorably consider.  
Description This module solicits input from a representative sample and potentially other potential 

customer groups in order to better understand their needs and behaviors surrounding the 
incentives and potential terms of the offer. 

Deliverable Direct incorporation into subsequent reports. 
Tools Market Research techniques, surveys and workshops. 
 
Phase 1: Legislative & Mission Review 
 
Workstream Organization Policy & Strategy 
Objective Understand development of current mission/legislation; identify best practices.  
Description The current organization mission and legislation is clear; however, review of this mission 

with individual sub-organizations for conflicts and synergies is conducted.   
Deliverable Direct incorporation into subsequent reports. 
Tools Research and interviews. 
 
Phase 1: Activity Mapping and Process Decomposition 
 
Workstream Organization People, Processes and Systems 
Objective Understand how the current set of people, processes and systems conduct activities in 

performing the selected organization’s work.  
Description For the program management functions informational and financial flows are decomposed 

and recorded.  As activities flow through physical and electronic mediums, details 
surrounding the people, processes, and systems are captured in a database that 
automatically links to each activity.  Measurements of capacity, cycle time, throughput are 
sample outputs that are recorded.   

Deliverable Activity Maps included in subsequent reports.  
Tools Activity Maps (Figure 5). 
 
 
Figure 5: Activity Mapping and Decomposition 
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Phase 1: Financial Identification & Quantification 
 
Workstream Organization Financial  
Objective Capture the current financial construct of the agency.  
Description Identify and quantify the current operating expenses and capital requirements for the 

organization.  These numbers are captures and used in the analysis for measuring the net 
cost/benefit in reaching the Desired State.  

Deliverable Database and Executive Dashboard & Financial Simulator (Figure 7) 
Tools Database and Executive Dashboard & Financial Simulator 
 
Phase 2: Evaluate Mission 
 
Workstream Organization Policy 
Objective For the specific organization, this phase evaluates the current mission and its compatibility 

with the vision/mission of the corporation.  
Description Using a single workshop to perform mission, visioning, values and goals exercises, the 

organization mission is updated to incorporate the new needs created from the corporation 
and other government mandates..  The mission is then confirmed and adjusted as 
necessary during organizational design module. 

Deliverable Draft Redefined Mission  
Tools Facilitated workshop 
 
Phase 2: Define “Desired” State 
 
Workstream Organization Policy 
Objective Provide descriptive summary of the organizational components that exist in the new 

environment.  
Description Using a template (Figure 6), interview technical experts and organization representatives 

to synchronize new technology initiatives with the operating environment.    
Deliverable Draft Desired State 
Tools Interviews and Analysis 
 
Figure 6: (Limited) Sample Portion of IT template 
 
 Current State Desired State 
In it iat ive 1: Environmental Reserve Management 
System Evaluation   
System Execution   
Application Adapters   
Process   
Information Storage   
Document Workflow   
Communication Protocols   
In it iat ive 2: Legal Claims Management  
Etc.   
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Phase 2: Capability Assessment 
 
Workstream Organization People, Processes and Systems 
Objective Inventory current organizational capabilities and compare to new requirements. 
Description During the activity mapping conducted in Phase 1, information regarding roles, 

responsibilities, and skills are captured and compared to new requirements.  Program 
critical skills are identified and incorporated into later organizational and business model 
design options.   

Deliverable Data directly incorporated in organizational/business model design and organizational 
GAP analysis.  

Tools Capability Assessment Inventory 
 
Phase 2: Program Management Function Testing 
 
Workstream Organization People, Processes and Systems 
Objective Test the synchronization of the current and projected new work required related to the 

dozen program management functions.  
Description The new initiative may bring additional organizational requirements regarding the 

program management functions.  Each program management functional requirement is 
mapped and measured for the fit with current organizational policy, people, processes, and 
systems, as well as financial construct.  Measurement fit criteria include highly 
synchronized, adaptable, requires change, and requires creation.  

Deliverable Data directly feeds Organizational alignment / design options, business model alternatives, 
and business model organizational GAP analysis.  

Tools Program Management Fit Analysis 
 
Phase 2: Long-Term Capital and Operating Assessment 
 
Workstream Organization Financial Construct 
Objective Understand the long-term supply and demand for organization services rendered, fee 

collection, operating and capital expenditures. 
Description Using forecasts from the corporation, the organization, and other sources, the demand for 

long-term operating and capital expenses is compared to the supply generated from the 
projected sources.  Monte Carlo sensitivity and uncertainty analysis is performed.   

Deliverable Integrated Executive Dashboard & Financial Simulator (Figure 7)  
Tools Database and Executive Dashboard & Financial Simulator 
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Figure 7: Sample Executive Dashboard & Financial Simulator (e.g., applied to state Agency: 
GEFA) 
 

 
 
Phase 2: Offer Scenarios 
 
Workstream Customer & Stakeholder – Offer and Exchange  
Objective Create scenarios with benefits and costs of product/service models. 
Description Using data from earlier customer needs/incentives and financial constructs, benefits and 

costs as well as risk and returns of various product/service offerings are evaluated for the 
organization.   

Deliverable Analytical output directly incorporated into Organization Model Options   
Tools Financial, economic and statistical analysis. 
 
Phase 2: Brand Identity 
 
Workstream Customer & Stakeholder – Offer and Exchange 
Objective Understand the organization brand among new and potential customers and the role the 

corporation plays within that brand.. 
Description The facilitated workshops with key stakeholders are extended to include an initial brand 

identity analysis.  When integrated with mission and vision development, a brand identity 
analysis allows for identification of desired and existing states, thus improving 
organizational strategic alignment and evaluation of business models.   

Deliverable Analytical output directly incorporated into Business Model Options   
Tools Brand Identity System1 (Figure 8) 

                                                
1 Aaker, D.A., Building Strong Brands, The Free Press, 1996. 
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Figure 8: Brand Identity System 
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Phase 3: Integrate and Confirm Organizational Strategic Alignment and Fit 
 
Workstream All Organizational Workstreams. 
Objective Confirm mission and recommend several organizational structures for strategically 

aligning the organization with the corporation and other mandated initiatives.   Validate 
the desired fit with organizational capabilities and future brand identity. 

Description First the redesigned mission is confirmed and adjusted as necessary, then the data 
collected and analyzed previously collected is applied to organizational design concepts 
related to coordination/control, division of labor, grouping among common 
tasks/products/customers, etc.  In particular and related to the corporate initiatives, the 
core program management functions of several alternatives are measured across two key 
dimensions: strategic impact and ease of implementation.  Each dimension is comprised of 
a few to several factors that are numerically weighted and scored.  The scoring system 
developed by LMI is presented to, reviewed by, and enhanced from the corporation and 
organization prior to scoring.  

Deliverable Three Recommendations for Organizational Design   
Tools Alternative Selection Matrix (Figure 9) 
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Figure 9: Alternative Selection Matrix 

 
 
Phase 3: Organization Model Options 
 
Workstream Integrated Workstream 
Objective The organizational options created in the previous module are combined with the 

customer/offer workstream to develop and evaluate alternative business models. 
Description The three organizational models are mixed and matched with a few to several 

service/product offering options in this module.  A similar methodology is used for 
evaluation as the previous module (above, Figure 9).  Differences include: Strategic 
Impact dimension includes additional sub-factors related to customer benefit; a facilitated 
workshop incorporating the corporate and key organization stakeholders assists the scoring 
process, thus ultimately determining the location of the various options the alternative 
selection matrix.    

Deliverable A few/several Organizational Model Options   
Tools Adapted Alternative Selection Matrix (Figure 9) 
 
 
Phase 4: Business Model Gap Analysis 
 
Workstream Each Organization Workstream. 
Objective Perform an organizational Gap analysis for executing on any of the final alternative 

business models. 
Description Compile all the data collected and analysis performed and perform an organizational GAP 

analysis for executing on the final business models in preparation for the Implementation 
Readiness Plan. 

Deliverable Results incorporated directly into Implementation Plan   
Tools Organizational GAP Assessment (Figure 10) 
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Figure 10: Organizational Model Gap Analysis 
 

 
Phase 4: Financial Plan 
 
Workstream Organization Financial Construct  
Objective Develop a financial plan to assure successful implementation of the business model(s) 

recommended in the final report. 
Description Compile all the data collected and analysis performed related to capital requirements and 

operations that impact each of the potential business models and create a financial plan. 
Deliverable Financial Plan incorporated directly into Implementation Plan   
Tools Financial Budgeting 
 
Phase 4: Implementation Plan 
 
Workstream Integrated  RFP Scope Item N/A Duration  
Objective Prepare final Implementation Plan detailing actions required for the organization to meet 

the corporate and other mandates.  . 
Description Compile all the data collected and analysis performed on the project and present the 

applicable portions required to act on the new business models. 
Deliverable Final Implementation Plan   
 
Phase 5: Execute and Monitor 
 
Workstream Across all Workstreams 
Objective Prepare final Implementation Plan detailing actions required for the organization to meet 

corporate and other mandates.  . 
Description Compile all the data collected and analysis performed on the project and present the 

applicable portions required to act on the new business models. 
Deliverable Progress Reports 
Tools Monitoring Template (Figure 11)   
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Figure 11: (Limited) Sample Monitoring Template 
 

Monitoring Criter ia Current 
State 

Desired 
State 

Progress Issues Resolut ions 

Org. Systems       
Application Execution      
Application Adapters      
Log-in – Authentication      
Access - Processing 
Rules 

     

Information Storage      
Document Workflow      
Communication 
Protocols 

     

Etc      
Customer 
Offer/Exchange  

     

Fee Model      
Brand Identity      
Etc.      
Financial Construct       
Revenues      
Implementation 
Expenses 

     

Operational Expenses      
Capital Expenses      
Etc.      
Org. Strategy & 
Policy  

     

Mission Acceptance      
Etc.      
Org. People       
Change Management      
Training      
Etc.      
Org. Processes       
Payment      
Processing      
Etc.      
 


