
 

Strategic Business Planning 
How to lead in developing a strategy for your Port. 

John Carter 
Chief Finance Officer 
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Strategic Planning is an opportunity 
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Outline  

• Overview of the Port of Everett 
• Definitions: “What is Strategic Planning?” 
• Key Questions you need to ask 
• The evolution of Strategic Planning at the Port of Everett 
• Interactive dialogue on the topic 
• Other things to consider 
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Overview of Port of Everett 
Operations 

• Marine Terminal 
– Operating Port 
– 4 Ship berths 
– 2 Barge berths 
– On-dock rail and storage 
– Focused on oversized/over 

dimensional cargo 
– Handle containers, bulk and 

break bulk cargos 
– 185 vessel calls in 2015 

 
 

• Marina  
– 2100 slips 
– Upland storage/boatyard 
– 75  ton travel-lift 
– 13 lane boat launch 

• Property management 
– 35 leases  
– Marketing Waterfront Place 

• Public Access 
– 1500 acre Jetty Island 
– Blue Heron slough 
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Your role- Be the voice of reason 

• “You've got to stand for 
something or you'll fall for 
anything  
You've got to be your own man 
not a puppet on a string  
Never compromise what's right 
and uphold your family name  
You've got to stand for 
something or you'll fall for 
anything.” 
– Aaron Tippin 
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Strategic Business Planning 

Definition from Business 
Dictionary 
• A systematic process of 

envisioning a desired 
future, and translating this 
vision into broadly defined 
goals or objectives and a 
sequence of steps to 
achieve them. 
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http://www.businessdictionary.com/definition/systematic.html
http://www.businessdictionary.com/definition/process.html
http://www.businessdictionary.com/definition/vision-statement.html
http://www.businessdictionary.com/definition/goal.html
http://www.businessdictionary.com/definition/objective.html
http://www.businessdictionary.com/definition/achieve.html


Strategic Business Planning 

• In contrast to long-term 
planning (which begins with 
the current status and lays 
down a path to meet 
estimated future needs), 
strategic planning begins 
with the desired-end and 
works backward to the 
current status. 
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Vision 
• Desired Future 

Goals 
• Measured 

objectives 

Process 
• Necessary Steps 

http://www.businessdictionary.com/definition/long-term.html
http://www.businessdictionary.com/definition/planning.html
http://www.businessdictionary.com/definition/current.html
http://www.businessdictionary.com/definition/status.html
http://www.businessdictionary.com/definition/path.html
http://www.businessdictionary.com/definition/estimate.html
http://www.businessdictionary.com/definition/need.html
http://www.businessdictionary.com/definition/work.html


Strategic Planning requires a set of ?s 
 

– What do we want to do?  
 
– Why are we doing it?  
 

– When are we doing it? 
 

– How are we going to do it?  
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The big question:  

• “It’s not enough to be busy, 
so are the ants. The 
question is, what are we 
busy about?”  —Henry 
David Thoreau 
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What? 

Ways word is used: 
• What happened? 
• What is this? 
• What are they? 
• You said what? 
• What, no breakfast? 
• You know what? 
• Do what you're told. 
• Say what you will. 

- what for - what have you - whatever 
• What if they find out? 
• What does it matter?-So what?  
• What an idea! 

 

• Your key What is: 

What do you want to do? 
 

• A matter of fact statement 
• An easy to remember answer 
• A well thought out answer 
• Something that doesn’t change 

easily. 
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What do we want to do 

• Before you can know what to do, you need to know your 
business. 

• I mean really know your business 
• Examples: 

– Marinas 
– Boatyards 
– Property leases 
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What do we want to do? 

• Short term   
– Going out the next 12 months 
– What 1-3 things do you need to accomplish? 
– How do you set yourself up for longer range planning? 
– Typically operational 

• Long term outcomes Up to 5-7 years 
– What would success look like? 
– What are the key things that need to done? 
– What are the primary drivers for success? 
– Typically capital focused 
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Why 

Ways word is used: 
• The whys and wherefores 
• Used to express surprise, indecision, 

approval, disapproval, or impatience 
Why, I didn't know that.  

• For what cause or reason- Why did 
you do it?  

 

• Your key Why is: 

Why are you doing the 
what? 

• Why is the what important? 
• An easy to explain answer 
• A statement that discourages 

arguments 
• Something that doesn’t change 

easily. 
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Why are we doing it? 

• One or two distinct consistent messages 
– Is even more important than the What statement. 
– Is something that the organization can agree on and articulate 
– Is a message that helps those outside the organization see why the 

What needs to be done. 

• May not be a financial why 
– Examples: 

• Create jobs 
• Enhance public access 
• Promote tourism 
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When 

Ways word is used: 
• When will you return? 
• Since when have you known that? 
• Went fishing when we were on 

vacation 
• When players cheat, they are 

disqualified 
• Went outside when she should have 

done her chores 

• Your key When is: 

When are you going to do 
the what? 

• Setting a time for 
accomplishment is important? 

• Provides an objective 
measurement of progress 

• Keeps the organization focused 
• Sets expectations. 
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When are we doing it?  

• Timing  
– Estimate a date of completion 
– Should be documented 
– Needs to be realistic but still a push 

• Project schedule 
– Setup steps that need to be accomplished 
– Provide dates for each step 
– Make sure there are individuals assigned to meet the targets 
– Clear expectations 
– Periodic review 
– Be stingy on moving the schedule. 
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How 

Ways word is used 
• How was it done? 
• How could you say that? 
• How far is Seattle? 
• How are you?  
• How about another game? 
• Remember how they fought 
• Know-how 

 

• Your key How is: 

How are you going to do 
the what? 
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How are we going to do it?  
• Break down the plan into components 

– Often aspects of the plan need to be phased 
• Financial considerations 
• Regulatory considerations 
• Political consideration 

• Resources necessary  
– Staff  
– Finances and cash flow management 
– Debt issuance 
– Partnerships- other govts, tenants, users 
– External support  
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About POE  

• Port of Everett has a recurring problem, too many 
opportunities, not enough money 
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What? 
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• Port of Everett’s Strategic plan  
– Identified a process 
– Series of discussion with Commissioners 
– Resulted in a set of “Key Initiatives”  
– Winnowed down further  

• First cut was very unfocused 
• 2014- Narrowed down to just 23 initiatives 
• 2015-12 initiatives 
• Last year’s budget prioritized further  

– Six primary initiatives 
– Two key Initiatives 



Budget 2013 

• “All projects decoupled from each other” – needed to set 
financial guidelines . 

• All projects listed in CIP with no priority 
– No timing all shown as current year  
– No project plans only simple one page narratives 
– No funding plan 

• Really nothing more than a wish list from the dept. heads. 
• Pitted projects against one another 
 

22 



Budget 2014 
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• Started with concept to identify timing and resources  
• Broad list of unfocused projects 

– Ranged from building facilities to maintaining our boat launch 

• Budget were expanded to multi-year 
• Still no clear funding plan 
• No clear reason or priority  



Budget 2015 

• Discussion on extending the vision 
– “Moving from microscope to eyeglasses to binoculars” 

• Set broad initiatives – total of 23 initiatives 
– List had stated goals as well as longer range plans for completion 
– Projects included more detailed budget estimates 

• Measured and budgeted capital projects by initiative 
• Funding plan was established 

– 1 yr. budget, 3 yr. funding commitment, 5 year funding plan 

• Still incomplete 
– No operational focus or input 
– No prioritization 
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Budget 2016 
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• Narrowed initiatives to twelve  
• Focused on two key priorities  

– “Preparing for bigger ships”-Modernization of the Marine Terminals 
– “Creating a waterfront community”-Waterfront Place 

• Detailed budgets created with multiple phasing options 
• Cash-flows and funding plan were more integrated 
• Began working on funding gaps 

 



Key initiatives- the What 

• Seaport modernization 
– Response to larger ships 
– Stronger/longer container 

berths 
– Larger cranes 
– Deeper draft 
– More rail capacity 
– Additional uplands 
– Integrated clean-ups  

• Waterfront place 
– Master planned development 
– Three distinct phases 
– Coordinated timing 

• Public investment 
• Private development 

– Unified theme for community 
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Seaport: Current State 2016 



Seaport 2022 

1,400 ft. berth   960 ft. Berth  



Waterfront Place 
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Budget 2017 

30 

• Need to recalibrate capacity  
– Staff 
– Finances 

• Need to highlight port operating objectives 
– On-going operating and maintenance costs 
– Level of service decisions 
– Match resources to initiatives 
– Need longer range projections of revenue 
– Building “off-ramps” 

 



Net Results 
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• Focused long-term Business Plan 
• Provides baseline for decisions  
• Better coordination 
• Strong internal and external messaging 
• Logical funding plan 
• Confidence in our decisions 



List your top strategic issues  
(limit to 3) 

• Answering the What for your organization? 
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List your commissions top strategic 
issues?  
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How much divergence was there? 

• How aligned is your organization 
• Important to reconcile the “what” 
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Next step 

• Why are we doing it?  
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Can you answer why your “What” 
answers are important? 

• Why are we doing it?  
– Do you have clear outcomes? 
– What is the purpose 

• Revenues 
• Public purposes 
• Econ development 

– What other reasons might be important? 
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When are you doing it? 

• Define preferred date to accomplish and work backwards, est. 
milestones 

• Then build schedule to see if you meet milestones 
• Iterative process 
• Two cautions about schedule 

– Look at staff resources 
• How do you supplement resources? 

– Look closely at permitting/public process 
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When are you doing this?” 

• Timing is important 
– It informs budgetary decisions 
– It impacts the expectations  
– It can be a good measurement of success 
– Missing time frames may have detrimental consequences 

• Customers commitments 
• Contractual agreements.  
• Overlaps with other strategic goals 
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How are we going to do this? 

• Large initiatives may need off ramps 
• Can you phase it? 
• Get team together, clear roles, set up org. chart 
• Need a “champion” 
• Who are your external supporters 
• Who can potentially “derail” you 
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 Other things to think about 

• Sometimes the best strategic decision is to do nothing. 
 

• "What's the use of running if you are not on the right road." 
― German proverb 

• "There is nothing so useless as doing efficiently that which 
should not be done at all." 
― Peter Drucker 
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 Other things to think about 

• Don’t be afraid to change strategy when your factual 
information changes. 
 

• “Facts are stubborn things” 
– John Adams 

• “Facts are like raw vegetables, they simply aren’t as appealing 
as other things you ingest.” 
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Summary  

• Strategic planning is hard work 
• Finance leaders can make or break process-don’t settle for 

being just a historian 
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