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Step 1 --

Vision & Mission are usually the first step. I personally don’t like to spend too much time on it at the beginning. Instead, I’ll pull together a “strawman” proposal for the team. Then I’ll gather feedback and evolve the vision and mission in real-time.

Step 2 --

The next pre-work item is usually getting a good feel for upcoming project activity. This can sometimes be quite challenging, particularly if you looking for a one year plus forward view. My suggestion is to get whatever product roadmaps you can find from your customer and marketing views and extrapolate your role in supporting them. 
While you’ll never get a complete view, you can usually do a reasonable job of pulling together a draft view. Then do you best to fill in the gaps and adjust it as the future becomes clearer. It’s also important during this stage to think of differentiators. How can you leverage our functional role and group strengths to 
Step 3 --

I personally find the final organizational steps the most interesting. Usually I start by defining a core skill set for my team, both from the point of view of current skills and future skills. I look differentiate the skills into two primary categories – technical, leadership and intangibles. 

Step 4 –

Once I get a draft Ops Plan together I like to bounce it off of my team. Typically, first off of the leadership team and then the entire team. Not only am I looking for ideas to develop and gaps, but I’m looking to make it “our” plan moving forward. 

On final point, there are usually some confidential parts of the Ops Plan that really aren’t appropriate to share with your team at-large. That implies two representations of the Ops Plan – the team version and the leadership version are created.

