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Abstract 
Long-term strategic planning is not typical among small-to-medium non-
profit organizations (SMNOs), and their focus tends to be towards tactical 
mission priorities. This prioritization is due to limited resources and capabili-
ties, although a strategic plan is still considered important for the nonprofit 
social enterprise’s sustained viability. This research develops a visual strategic 
roadmap (SRM) model that could be the basis for a long-term strategy for 
such nonprofits. This roadmap model includes lanes that represent multiple 
stakeholder perspectives and may be used to identify the policies and proce-
dures required to achieve the long-term vision. Road-mapping fulfills a stra-
tegic planning need for nonprofit organizations, especially SMNOs, which in 
most cases, is absent. The perspectives covered are Social, Technical, Eco-
nomic, Environmental, and Political (STEEP). A strategic roadmap model is 
validated using expert judgments and by the case study of a small-to-medium 
mental health nonprofit organization agency located in Southeastern Con-
necticut. The SRM validation revealed a model that is easy to visualize, and 
future work will verify its effectiveness. 
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1. Introduction 

Nonprofit organizations may not remain viable to their mission and vision un-
less they sustain an effective strategic management framework with appropriate 
longer-term planning and execution (Hu, Kapucu, & O’Byrne, 2014). Strategic 
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management refers to the process of continuous planning, monitoring, analysis, 
and assessment into the future to meet its goals and objectives. Small-to-medium 
nonprofit organizations (SMNOs) continue to experience notable changes based 
on a series of strategy-related studies that find nonprofits expanding in numbers 
as government support diminishes (Maier, Meyer, & Steinbereithner, 2016). A 
systematic literature review of nonprofit strategy spanning from the 1980s to the 
present confirms this finding (Laurett & Ferreira, 2018). A strategic roadmap 
(SRM) is a viable model that can be utilized to develop a strategic plan as part of 
the strategic management process. Strategic planning is the process of identify-
ing priorities and goals necessary to meet the SMNO mission. This process may 
be less straightforward than planning for the profit sector (Jarzabkowski & Kap-
lan, 2015). The SRM is a time-based strategic planning methodology. It is widely 
used to develop a plan that is a visual representation of where the organization is 
or has been in addition to a forecast to where it is heading along a pathway of its 
vision. SMNOs need to develop specific strategic plans based on the individual 
functions within their mission area. Strategic planning fills a critical role in a 
continuous improvement process. All organizations should continuously im-
prove their processes to sustain their viability. To ensure organizational sustai-
nability, many other continuous improvement techniques were also examined in 
the literature. Out of these, Capability Maturity Model Integration (CMMI) 
(Abdel-Hamid & Hamouda, 2015; Dounos & Bohoris, 2010) used in the software 
industry, and Total Quality Management (TQM) (Lewis, Pun, & Lalla, 2006; 
Sweis et al., 2016) used in multiple applications are two frequently used im-
provement techniques. SRM for SMNOs differentiates itself from other metho-
dologies by being one of the most effective best practice strategic planning im-
provement techniques. For instance, CMMI and TQM are continuous im-
provement methodologies which focus on immediate opportunities. These op-
portunities may have longer-term implications, but these improvement processes 
do not specifically define forecasted periods for future improvement. The SRM 
strategic planning model, on the other hand, provides a mechanism to evaluate 
past practices, the current environment, and plan into a predetermined period 
typically up to five years into the future, in order to determine what the future 
vision may look like. The strategic planning functions require an in-depth re-
view of the elements that compose the organization and form the improvement 
process. Determining these elements requires knowledge from those involved in 
the process that is promoted through strategic thinking, acting, and learning 
(Bryson, 2010). 

With this knowledge of the critical SMNO elements, important organizational 
questions are determined for SMNO strategic planning. These questions were 
validated by experts in the SMNO key functions and then answered by these 
same experts (Grant & Davis, 1997) by three separate questionnaires. In the first 
questionnaire, questionnaire 0, data will help form the basis of the SMNO SRM. 
The proposed SRM, along with predetermined decision-making criteria, will 
form the basis of a viable SRM framework. Such framework may be used to de-
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termine individual strategic planning as part of the SMNOs strategic manage-
ment process. Policies and procedures may be developed from the components 
of this framework. The result is a strategic framework that determines plan mi-
lestones and potential policies and procedures to secure the SMNO SRM 
framework. For the other two questionnaires, questionnaires 1 and 2, the expert 
judgment validates the elements that are necessary to implement an SRM. 

The research was designed and developed from the need that the author de-
termined while acting as a Board of Director member on a SMNO. The topic 
became the author’s independent dissertation research at the University of Brid-
geport, CT. USA. The SRM model was expanded from a traditional Technology 
Road-Mapping model. The research validated the need and the SRM model’s 
uniqueness in application. 

The remainder of this article includes a description of the research methods 
which integrate a summary of the literature on strategic road-mapping, an SRM 
model validation using expert questionnaire feedback including results of the 
feedback, methodology evaluation of the SMNO SRM, and the construction of 
key definitions within the SRM perspective framework and model. Lastly, a case 
study was used to draw expert feedback information from a separate question-
naire which was used to help validate the SRM. 

2. Literature Review 

The development of an SRM for an SMNO required a thorough review of the li-
terature to establish what work has been conducted in this area and usage of the 
literature search to establish an SRM framework. Today’s changing societal en-
vironment requires improved strategic management and support to sustain the 
long-term viability of SMNOs. Addressing a variety of gaps in the literature per-
taining to longer-term strategic planning, this study contributes to the related li-
terature by:  

1) Introducing a novel SRM model that addresses the specific needs of 
SMNOs for the first time. 

2) Providing real-life validation data for the formation of an SRM SMNO 
framework. 

3) Introducing real data to the related literature given that the majority of 
SMNOs are not public entities with their data being unavailable to the public. 

4) Highlighting the importance of stronger and more progressive committees 
for the long-term sustainability of nonprofit organizations. 

This is the first study that applies high-level strategic roadmap (SRM) model-
ing to small-to-medium nonprofit organizations (SMNOs). In this regard, an 
SRM model is developed and validated to provide a basis for long-term SMNO 
strategic planning that is critical in supporting an organization’s mission-critical 
viability.  

The literature review included over 150 journal articles and books. Out of 
these, 74 pertinent journal articles were cited relating to the three key nonprofit 
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perspectives, viz., market trends (13), operations (39), and road-mapping (22). 
Multiple search databases, including Pubmed, SpringerLink, Sage, ABI/Inform, 
Google Scholar, Wiley On-Line, ProQuest, Taylor & Francis Social Science, El-
sevier Science Direct, and EBSCO were utilized to search for the three key non-
profit perspectives. Keyword searches included strategic planning, road-mapping, 
nonprofit, continuous improvement, and nonprofit market trends.  

The literature review is designed to study the related body of work to gain 
knowledge of the status of the three core aspects listed in Figure 1. The gap of 
the intersection of nonprofit organizational road-mapping, market trends, and 
operational aspects provides the intersection of the body of this work’s research 
and the focal point of this paper. 

Nonprofit organizations do not have abundant managerial resources and ex-
perience, especially the small-to-medium nonprofit organizations (SMNOs), and 
the resources that they do possess, must be managed more efficiently and effec-
tively to attain their mission and vision (Laurett & Ferreira, 2018). Therefore, the 
development of a strategic management process that would assist these organi-
zations to create the appropriate planning, structure, policy, and procedures to 
accomplish longer and more effective planning is necessary. This approach creates 
a better scenario that emulates more robust management strategies of for-profit 
organizations (Sanders & McClellan, 2014). Strategic management may be de-
fined as “the appropriate and reasonable integration of strategic planning and 
implementation across an organization (or other entity) in an ongoing way to 
enhance the fulfillment of its mission, meeting of mandates, continuous learn-
ing, and sustained creation of public value” (Bryson, 2010). Nonprofit organiza-
tions may be heading towards irrelevance or bankruptcy if they do not reshape 
themselves with a more efficient and effective strategic management framework 
(Marc, 2001; Mihm, 2011). Strategy planning for nonprofits is almost mandatory 
these days, and choosing an effective process such as road-mapping, including 
technology road-mapping and strategic planning, is critical (Phaal, Farrukh, & 
Probert, 2001). A strategic roadmap provides a visual strategy for mapping non-
profit organizations (Bryson, Eden, & Ackermann, 2014). 

 

 
Figure 1. Road-mapping Improvement Intersection. 

Nonprofit Market 
Trends

Nonprofit 
Operations

Road-
mapping
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Nonprofit organizations’ operational aspects focus on improvement mechan-
isms and resulting policies and procedural governance necessary to control and 
sustain the nonprofit enterprise. Nonprofit operations delved into the critical 
aspects of nonprofit strategic operations and the various continuous improve-
ment areas that have been utilized over the last 25 to 30 years. To survive, non-
profit organizations must operate in a more business-like fashion (A. & J., 1998; 
Maier et al., 2016; Sanders & McClellan, 2014; Topor & Boroiu, 2011; Wymer & 
Alves, 2013). Nonprofit strategic management effectiveness is hard to quantify. 
Such limitation partially explains why it is more difficult to administer than a 
for-profit management strategy (Lecy, Schmitz, & Swedlund, 2012). 

Market trends explore what was necessary to understand the nonprofit mar-
ket’s needs and the fact that nonprofit organizations have increased by 40% to 
50% in the last generation (Harrison & Thornton, 2014; Kim, 2015). Market 
trend aspects of nonprofit organizations revealed details of the types and in-
creasing numbers of nonprofit organizations in operation. There are more than 
1,600,000 nonprofit organizations in the United States today (Gratton, 2018). 
This number doubled between 1995 and 2014 (Harrison & Thornton, 2014). 
There are multiple types of nonprofit organizations, and each organization has 
its mission and guidance criteria. Types of nonprofit organizations may include 
charities, health services, religious affiliation, trade unions, welfare societies, and 
similarly related organizations. Charities, educational or religious are the most 
common types of nonprofit organizations. There are 1,400,000 nonprofit organ-
izations that fall into a government classification referred to as a 501(c)3 which 
must adhere to strict governance rules to maintain this tax-favored government 
status (Phillips et al., 2019). 

The related literature that focuses on road-mapping is quite limited. 
Road-mapping is defined as a method that can serve as a model that can unveil 
the unique needs of a nonprofit that must be sustained and adapted over a fore-
casted time period (Seyed Amir & Reiche, 2013). 

SMNOs have limited resources and must effectively and efficiently manage 
those resources to attain their missions (Tenney & Sheikh, 2019). There has been 
an increase in nonprofit organizational strategic planning publications in mul-
tiple geographical locations since 2010 relative to those published from the 1980s 
to 2010 (Laurett & Ferreira, 2018). Therefore, developing a strategic manage-
ment process that would assist these organizations in creating the appropriate 
planning, structure, policy, and procedures to accomplish longer and more ef-
fective planning is necessary. Such an approach creates a better scenario that 
emulates more robust management strategies of for-profit organizations (Sand-
ers & McClellan, 2014). Strategic management may be defined as “the appropri-
ate and reasonable integration of strategic planning and implementation across 
an organization (or other entity) in an ongoing way to enhance the fulfillment of 
its mission, meeting of mandates, continuous learning, and sustained creation of 
public value” (Bryson, 2010). Therefore, strategic planning for nonprofits is be-
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coming essential, and choosing an effective process such as road-mapping, in-
cluding technology and strategic planning, can facilitate this process (Bryson, 
2010; Phaal, Farrukh, & Probert, 2004; Willyard & McClees, 1987). 

Nonprofit organizations benefit when they apply strategic planning (Bryson, 
2010; Giffords & Dina, 2004). The goal of a nonprofit organization is to meet its 
mission. This objective can be less quantifiable and requires a unique set of skills 
(Sanders & McClellan, 2014). These skills and the lack of overall human re-
sources may hinder strategic planning. Strategic road-mapping is a specific sub-
set of a strategic planning method that is not familiar to the nonprofit world. 
Perspectives in the SMNO community are linked to connection areas that in-
clude Social, Technical, Economic, Environmental, and Political (STEEP). 

The multiple perspectives of STEEP affect the nonprofit organization’s 
long-term planning and viability. Harold Linstone (1981) was a pioneer in eva-
luating technologies that used multiple perspectives (Linstone, 1981). SMNOs 
typically use social and economic perspective aspects in their quest for sustaina-
bility. However, environmental and technical perspectives are an essential aux-
iliary area to aid daily operations and ensure a safe and efficient environment. 
Political perspective is vitally important in regulatory and risk management 
areas to assure SMNO viability and sustainability. Linstone stated that by consi-
dering multiple perspectives such as STEEP, an SRM for SMNOs can improve 
decision-making by providing a more balanced decision-making outcome (Lin-
stone, 2000). 

3. Method 

A qualitative research methodology was used to develop the strategic 
road-mapping (SRM) model. In its final form, a strategic roadmap is a visual re-
presentation of themes or initiatives on distinct swim-lanes. It includes past and 
current states, long-term goals or aspects of the vision, and future steps or mi-
lestones to implement an organizational strategy. A foresight modeling frame-
work based on technology road-mapping was initially constructed from a struc-
tured literature review that helped to define the main roadmap swim-lanes and 
elements. The literature search revealed the significance of road-mapping and its 
value in nonprofit organizations’ strategic planning process. Since road-mapping 
was being applied to strategies for nonprofit organizations, their strategic and 
operational priorities were also researched. The strategic roadmap framework 
was further developed into a model by utilizing expert judgments via a modified 
Delphi method (Skulmoski, Hartman, & Krahn, 2007). The Delphi method is a 
forecasting or assessment process based on multiple rounds of questionnaires 
representing research instruments sent to a panel of experts (Hsu & Sandford, 
2007; Linstone & Turoff, 2011). In this case, the first set of questions goal was to 
develop a strategic roadmap framework that was valid for small-to-medium 
nonprofits. A second set of questions was for the expert decision-makers of 
SMNOs to validate the top-level swim-lane elements and their priorities along 
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with the strategic planning and forecasting process. The third set of questions 
provided an SRM implementation plan for a case study that operationalized the 
strategic roadmap by linking the top-level strategic elements to specific practi-
tioner-based tasks. The Delphi method should be considered for social research-
ers, community practitioners, and policymakers (Brady, 2015), such as in SMNO 
research. This modified Delphi method utilized a web survey that contained Li-
kert (5 level ranking measures of importance) scale questions for two of the sur-
veys. The computer-aided questionnaires shortened the participation and analy-
sis process since they included tools that aided analysis. It has been stated that a 
modified Delphi method can increase the speed of data transmission, improve 
the ability to analyze the questionnaire information, and increase participant 
confidence in the questionnaire process (Hartman & Baldwin, 1995). 

Each questionnaire expert judgment feedback built a validation stage that 
leads to the SRM framework that was developed. Figure 2 depicts the process of 
modeling the strategic roadmap process. The modeling progresses from the 
SMNO SRM framework assessment into the development of the perspectives 
and their criterion, functions, and task element outcomes. The validation of the 
strategic roadmap framework with expert judgment, taxonomy definitions of 
these elements, and case application leads to the results and conclusions.  

Strategic road-mapping is a forecasting tool that leads to decision analysis. 
Multi-Criteria Decision Analysis (MCDA) has been applied to many applica-
tions. Analytic Hierarchy Process (AHP) is one popular MCDA tool introduced 
in the 1970s by Thomas Saaty (Saaty, 2008) that has application potential for this 
research. Others, such as Chen and Kocaoglu (Chen & Kocaoglu, 2008), have 
applied a similar variant of AHP to road-mapping called Hierarchical Decision 
Making (HDM). HDM is a multi-level assessment methodology that methodi-
cally helps to determine elements of the roadmap. Combining HDM with 
road-mapping can lead to a better decision-making process, given the capability 
to better analyze multiple decisions that the road-mapping may present. For this 
model, a multi-level variant of the HDM framework was applied to provide 
structure to the Hierarchy of Roadmap Elements, as shown in Figure 3. 

3.1. Questionnaire Process 

The modified Delphi method was used to validate the SRM model. The Delphi 
Method is a structured communication technique originally developed as a sys-
tematic interactive forecasting method that relied on experts’ panel. Typically, 
the experts answered two or more rounds of questionnaires. 

The results were tabulated and analyzed using a qualitative decision-making 
method to create the finished consolidated SRM framework model. Even though 
the experts possessed multiple backgrounds, they met the criteria that were re-
quired to provide expert validation judgment. They had to be real experts in 
their field on nonprofit management, have the capacity and willingness to par-
ticipate in the survey questionnaire, and effectively communicate and defend  
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Figure 2. Strategic Road-mapping Research Process. 

 

 
Figure 3. Hierarchy of strategic Road-Mapping elements. 
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ferencing, email correspondence, or phone for questionnaires 1 and 2. The 
process of requesting support lent a 3 to 1 factor of participation response even 
with this direct referral method. Ultimately, nine key experts participated in 
questionnaire 0, 14 experts participated in questionnaire 1, and 11 experts parti-
cipated in questionnaire 2 from a total list of 34 potential experts. Some of the 
experts participated in more than one of the questionnaires. A consensus ap-
proach was used to finalize the questionnaire input interpretation. There were 
no significant disagreements accept when there was a range of opinions on the 
length of planning intervals. A consensus among the experts was reached. Clear 
definitions and taxonomy of the questions’ elements were created to avoid mi-
sunderstanding or misinterpretation of the questions. Making the definitions 
more precise and direct interaction served to clarify questions and to alleviate 
disagreements among the experts. Disagreements were found to be based on the 
need for more information than was provided and was resolved with further 
discussion and clarification. The experts’ sample size was appropriate based on 
their background and desired experience with nonprofit management and plan-
ning (Grant & Davis, 1997). In this validation process method, the experts must 
have nonprofit organization experience and an understanding of the STEEP 
perspectives in this area. 

Table 1 depicts the questionnaire expert background information on the 14 
direct respondents for all three questionnaires. 

The contents of the three questionnaires in addition to their summary are 
provided in Table 2. 

3.2. SMNO Strategic Perspectives and Road-Mapping Framework:  
A Case Study 

A mental health nonprofit agency for children was chosen to help validate the 
SRM framework. The agency’s mission is stated as “We provide children and 
families with culturally-informed mental health care and complementary sup-
ports, regardless of ability to pay.” The organization resides in Southern Con-
necticut between New York City and Boston. They currently operate with ap-
proximately 125 full-time staff members and a maximum of one dozen interns. 
Their core competencies include social work and psychotherapy, including 
casework with in-patient and out-patient care. Their capacity to perform long-
er-range planning and process improvement is limited because of their lack of 
resources and know-how beyond servicing their mission. Validation of the re-
search SRM framework was assisted by several key staff members, including the 
CEO and the Compliance Director. The overall SRM framework can be applied 
but linking it to the task level needs to be specific to the case study. The tasks 
that were generated in the SRM framework were a result of the strategic plan-
ning process. This strategic planning process was formed with input from the 
Board of Directors and the Leadership team in 2019. 
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Table 1. The Background Information on Hi-level Nonprofit Leaders; 34 Total Pool/ Experts Background. 

Expert # Roles 
Qualification:  
Years of Experience 

Qualifications:  
Areas of Specialty 

Areas of Interest 
STEEP Area  
Covered 

 

CEO, Executive Director,  
Sr VP, Partner, Chief  
Legal Counsel, CFO, and 
Directors 

Average experience 
is >10 years; the range  
is 10 - 35 years 

Nonprofit: Governance, 
Leadership, Social Service, 
Finance, Fundraising, Board 
Members 

Financial and Corporate 
Governance, Leadership, 
Social Service 

Social, Technical, 
Economic,  
Environmental,  
Political 

1. 
Chief Counsel Healthcare 
and Financial Institutions, 
Board Member 

35+ 

Corporate governance,  
legal research, securities 
regulation, many years of 
executive-level banking 
experience 

Multiple nonprofit board 
representation actively 
providing governance 
and legal consultation 

Primary areas are 
Social, Economic  
and Political 

2. 
CFO Healthcare Clinic, 
Regional Hospitals, Board 
Member 

30+ years Financial 
Financial and nonprofit 
financial governance 

Economic and 
Political 

3. 
Partner Tax Accounting, 
Board Member 

25+ years Corporate Audit/Finance Finance Economic 

4. 
CEO Healthcare, Board 
Member 

30+ years 
Clinical therapy, corporate 
leadership 

Nonprofit mission and 
success 

Social, Technical, 
Economic,  
Environmental,  
Political 

5. 
Director Compliance 
Healthcare Clinic, Board 
Member 

25+ years Quality and Compliance 
Nonprofit  
strategy/improvement 

Social, Technical, 
Economic,  
Environmental,  
Political 

6. IT Manager 15+ years 
Nonprofit support,  
IT management 

Nonprofit Sustainability 
Social, Technical, 
Economic,  
Political 

7. Development Director 10+ years Nonprofit fundraising 
Nonprofit 
success/sustainability 

Social, Technical, 
Economic,  
Environmental,  
Political 

8. 
CEO Healthcare, Board 
Member 

20+ years Corporate Leadership 
Financial and nonprofit 
financial governance 

Economic, Political 

9. 
Sr Finance VP Healthcare, 
Board Member 

30+ years Financial 
Financial and nonprofit 
financial governance 

Economic and 
Political 

10. Program Director 20+ years Nonprofit Social service Nonprofit social service Social, Political 

11. Program Director 17 years Nonprofit Social service Nonprofit social service Social, Political 

12. 
Human 
Resource Director 

22 years 
Profit and Nonprofit HR 
support 

Social, Political Social, Political 

13. IT Analyst 10 years 
Profit/Nonprofit IT  
support 

Technical Technical 

14. Medical Director 35 years 
Profit/Nonprofit Social 
support 

Social, Political,  
Environmental 

Social, Technical, 
Environmental 
Political 
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Table 2. The summary and the contents of expert questionnaires. 

SRM Questionnaire Summary 

Questionnaire # # of Questions Question Format Questionnaire Objective # of Participants 

Questionnaire 0 20 Yes/No/Open Ended SRM Framework Validation 9 

Questionnaire 1 11 5 Point Likert Scale/Open Ended SRM Planning Initiation/ Validation 14 

Questionnaire 2 11 5 Point Likert Scale/Open Ended SRM Planning Elements Validation 11 

Questionnaire 0: Category Summary and Sample Questions 

SRM Framework Validation 

Forecasting and Time Periods 

Yes/No/Comment/Open-ended questions 

1) Are the major lanes and sub-lanes representative of the dimensions/perspectives important for long term planning for SMNOs? 

2) Is a roadmap important for your planning and policy-making that includes a planning timeframe? 

3) Planning lanes extending to 20+ years. Is 20 years the right target (Till 2040)? 

4) Is it important to have the vision for each lane as part of this planning process? This includes “backward-looking as well as forward forecasting.” 

5) Definitions and Perspectives (refer to Table 3) STEEP (Social Technical Economic Environmental Political) Perspectives 

Questionnaire 1: Category Summary and Sample Questions 

SRM Determinants to Initiate a Strategic Plan 

5 Point Likert Scale Questions: 1 = not at all 2 = some 3 = moderately 4 = strongly 5 = extremely 
1 Opened-ended Question 

1) How important is it to have an initial strategic plan agreement before starting the process? 

2) How much has the current Covid-19 scenario changed your need to implement a new strategic plan? 

3) How important are key decision-makers in contributing and supporting a successful plan implementation? 

4) How important is it to form a strategic planning team with key decision makers and process experts? 

5) How important is leadership support to develop and implement a strategic plan? 

6) How important is it that the strategic plan aligns with the decision-makers’ authority? 

7) How important is it to determine the organization’s Strengths and Weaknesses? 

8) How important is it to determine the organization’s Opportunities and Threats? 

9) Do you agree with the following statement: “It is best to develop a strategic plan after the initial agreement and decision-making team is firmly in 
place?” 

10) How important is it to allocate adequate time for the decision-making team to develop and implement a strategic plan? 

11) Please provide feedback regarding other necessary aspects of strategic planning implementation: 

Questionnaire 2: Category Summary and Sample Questions 

Correlation of elements in the SRM Framework to Figure 2 (Hierarchy of Strategic Road-Mapping Elements) 

5 Point Likert Scale Questions: 1 = not at all 2= some 3= moderately 4 = strongly 5 = extremely 
1 Opened-ended Question 

1) How much has the current Covid-19 scenario changed your need to implement a new strategic plan? 

2) How important is it that an infrastructure assessment including, HR assessment, Technology, and New Business Models, be conducted as part of 
developing and implementing a strategic plan? 

3) How important is it that Social perspectives such as health, cultural acceptance, employment, and mission be included in the infrastructure  
assessment to develop and implement a strategic plan? 
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4) How important is an infrastructure assessment, including management and leadership development, and measurement, including data outcomes, 
be conducted? 

5) How important are Technical perspectives such as data-driven analysis, continuous improvement, and social media input in the infrastructure 
assessment leadership support to develop and implement a strategic plan? 

6) How important is it that funding assessment includes current financial practices, exploration of collaboration, and potential new funding  
opportunities? 

7) How important are Economic perspectives such as meeting, sustaining, forecasting, and balancing programs, and planning to develop and  
implement a strategic plan? 

8) How important are Environmental perspectives such as assuring environmental safety and health and wellness to develop and implement a  
strategic plan? 

9) How important is it that governance includes a review of the mission, recruiting and orienting board members, and developing a board training 
plan to develop and implement a strategic plan? 

10) How important are Political perspectives such as meeting organizational, government, and industry requirements, attaining political backing, 
and understanding regulatory risk to develop and implement a strategic plan? 

11) Please provide feedback regarding other necessary aspects of strategic planning implementation in your organization. 

 
The five perspectives of STEEP are considered the major roadmap lane. The 

roadmap sub-lanes form the criteria that compose the perspectives. The func-
tions are critical elements of the criteria that define the functions. Tasks in the 
SRM framework were part of the case study that was used to help validate the 
framework. The time-based columns range from looking back two years to the 
present to five years into the future for the specific planning forecast. The 20 
plus year vision column is not exacting and is used to formulate a theoretical 
long-term vision. Expert judgment determined that most SMNOs cannot fore-
cast past the three to five-year future horizon given the level of uncertainty in 
these organizations’ environments, so a five-year future forecast column was 
used. Multiple aspects of the STEEP perspectives cause the uncertainty. They 
may include dynamic social change, unexpected technological innovation, unfo-
reseen good, and bad economic changes, or political changes that may change 
the regulatory environment.  

Management in nonprofit organizations typically focuses on social aspects, 
specifically meeting the mission and staying on track for its vision. This differs 
from for-profit organizations that focus mainly on profitability and all aspects 
that lead to profitability. However, nonprofit organizations that measure their 
performance management have been known to make better decisions (Sanders 
& McClellan, 2014). The use of recognized decision-making tools such as 
road-mapping, fills a gap area for nonprofit organizations, especially SMNOs. 
Table 3 defines the STEEP perspectives, while Table 4 depicts the SRM frame-
work and includes the five STEEP perspectives. It is this SRM that forms the 
framework that is the proposed model to be uses in developing an SMNO stra-
tegic plan. The definitions were developed, starting with the literature review of 
multiple articles. The definitions were supplemented with expert feedback from 
the questionnaire process, adding to the taxonomy. 
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Table 3. Taxonomy of strategic road-mapping perspectives for SMNOs. 

Perspective Description 

SOCIAL (S) 

The social or sociological perspective is broadly the study of humans and their social interactions. This involves the ways 
and means that these interactions shape communities and society. Here, society refers to the direct and indirect target 
population or communities of interest. This perspective includes criteria or sub-criteria that have a significant positive or 
negative impact on society. Social criteria may consist of 1) Health, 2) Cultural acceptance, 3) Employment, and  
4) Infrastructure and Operational effectiveness. Sometimes social and political perspectives are combined because the 
boundaries are blurred. For this research, these two perspectives are separated. Criteria such as policies, regulations, and 
other actions of policymakers are considered under the political perspective 

TECHNICAL (T) 

The technical perspective represents the point of view and priorities of technical managers, technologists, social workers 
and clinicians, and others that may contribute that add value to the overall mission of the SMNOs. This perspective  
incorporates the technologies, methodologies, and technical skills and considerations that enable SMNOS to remain 
competitive and meet the mission’s specific demands. For this strategic roadmap, the main criteria that make up the 
technical perspective include 1) Data-driven and measured outcomes, 2) Continuous improvement and delivery, 3) 
Business intelligence incorporates social media inputs as Instagram, Facebook, and Twitter, and 4) Infrastructure and 
operational effectiveness. 

ECONOMIC (E) 

The economic perspective incorporates the cost of and financial sustainability of SMNO operations. The economic  
perspective recognizes that SMNOs will not remain functional and meet its mission unless they can sustain their  
financial viability. Criteria may include 1) Meet financial goal, 2) Future economic sustainability, 3) Financial forecasting, 
planning, and monitoring, and 4) Balancing programs, resources, budgeting, accountability, and financial planning and 
5) Funding assessment. 

ENVIRONMENTAL  
(EN) 

The environmental criteria have an impact on the SMNO environmental culture and subsequent market impact.  
Environmental criteria form a necessary foundation to maintain at the required level of functionality, allowing them  
to meet mission demands. Criteria may include 1) Environmental safety and 2) Health and wellness. Often, local  
community nonprofit organizations are located close to the population they serve to provide access and to assure cultural 
acceptance. This may be in lower-income neighborhoods, so safety and cleanliness are criteria that must be confirmed as 
well. 

POLITICAL (P) 

The political perspective criteria make up political motivation, policies, and regulations that represent the SMNOs  
relating to the government or the public affairs of the area that govern the SMNO. Criteria may include 1) Meet  
government or industry requirements, 2) Meet organizational policies, 3) Attain political backing, 4) Account for and 
mitigate regulatory risk and, 5) Governance. Political and social perspectives may be intertwined, but their criteria must 
be independent for this exercise. 

 
Table 4. Small-Medium nonprofit organizations strategic road-mapping framework. 

Roadmap Lane 
Roadmap  
Sub-Lane  
Criteria 

Functions Tasks (Case Study Level) −2 Yr Present +5 Yr 
Policy Vision  
(+20 Years) 

Social 

S1: Health 

S1:F1: Physical Well Being 

     S1:F2: Preventative Care 

S1:F3: Mental Health Support 

S2: Cultural Acceptance 

S2: F1: Cultural Diversity 

     
S2:F2: Cultural Inclusion 

S2:F3: Cultural Tolerance 

S2:F4: Cultural Difference 

S3: Employment S3.F1.: Paid Work      

S4: Infrastructure and 
Operational Effectiveness 

S4.F1.: Physical Support  
Mechanisms 

S4: F2:T1: Explore New  
Business Models 

    
S4:F2: Operational  
Effectiveness 

S4: F2:T2: HR Assessment 
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S4: F2:T3: Management  
Leadership Development 

    

 
S4:F2: T4: Meeting  
Organizational  
Requirements 

Technical 

T1: Data-driven and 
Measured Outcomes 

T1.F1: Data Collection  
and Analysis      

T1.F2: Artificial Intelligence 

T2: Continuous  
Improvement and  
Delivery 

T2:F1: Routine Improvement 

     T2:F2: Break Through  
Improvement 

T3: Social Media Input 
T3:F1: Social Networking 

     
T3:F2: Business Intelligence 

T4:  Infrastructure  
and Operational  
Effectiveness 

T4:F1: Physical Support  
Mechanisms 

T4:F2: T1: Data and  
Outcome Measurements 

    
T4:F2: Operational  
Effectiveness 

T4: F2:T2: Technology  
Assessment 

Economic 

E1: Meet Financial  
Goals 

E1:F1: Financial Target 

     E1:F2: Debt Reduction 

E1:F3: Sufficient Revenue 

E2: Financial  
Sustainability 

E2:F1: Business Success 

     E2:F2: Financial Obligations, 
Risks and Opportunities 

E3: Financial  
Forecasting  
and Planning 

E3:F1: Budgeting 
     

E3:F2: Financial Outcomes 

E4: Balance Programs, 
Resources, and Financial 
Planning 

E4:F1: Financial Programs 

     E4:F2: Balancing Human 
capital 

E:5 Funding  
Assessment 

E5:F1: Funding Progress 
E5: F1:T1: Explore  
Collaboration 

    E5:F2: Funding Monitoring 
E5: F1:T2: Identify New  
Opportunities 

 
E5: F2:T3: Assess Current  
Practices 

Environmental 

EN1: Environmental 
Safety 

En1: F1: Environmental Policy 

     En1: F2: Safe Environment 

En1:F3: Dangers 

EN2: Health  
and Wellness 

En2:F1: Health Practices 

     En2:F2: Control Measures 

En2:F3: Good Health 
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Political 

P1: Compliance  
with Government or 
Industry Requirements 

P1:F1: Legal Requirements 

     P1:F2: Qualifications 

P1:F3: Compliance Programs 

P2: Compliance with 
Organizational Policies 

P2:F1: Organizational Practice 

     P2:F2: Organizational  
Guidelines 

P3: Attain Political  
Backing 

P3:F1: Political Participation 

     P3:F2: Political Advocacy 

P3:F3: Political Acceptance 

P4: Regulatory Risk 

P4:F1: Change Control 

     P4:F2: Compliance 

P4:F3: Operational Licensing 

P5: Governance 

P5:F1: Social Norms 
P5:F3: T1: Recruit/Orient  
New Board Members 

  
 

 
P5:F2: Institutions 

P5:F3: T2: Develop Board 
Training 

P5:F3: Rules   

 
Each STEEP perspective may consist of multiple criteria that will address the 

SMNO system and structure. The STEEP perspectives form the roadmap lane 
and the sub-lane criterion, as depicted in Table 4. In turn, each criterion is 
composed of multiple functions that serve to provide an operational outcome. 
For the sake of this study, specific tasks were determined as part of the case 
study strategic planning process, as referred to in Figure 2. These elements are 
part of the SRM framework as depicted in Table 4. 

4. Results and Discussion 

The validation of this research relied on expert judgment relating to three sepa-
rate sequential questionnaires. The questionnaires were sequenced to span from 
the initial SRM framework validation to the validation of strategic planning init-
iation determinants, and then finishing with expert judgment validation of the 
SRM elements that constitute the planning framework of the case study. It was 
necessary to develop each one of these questionnaires and then interpret the re-
sults. This interpretation was based on expert feedback along with correlating li-
terature review. 
• Questionnaire 0: SRM Framework Validation: Expert opinion and literature 

review were used: 
Summary of the 20 questions in the questionnaire 0: 
1) The majority opinion does not go beyond five years for forecasting. This 

was based on the degree of uncertainty in forecasting nonprofit’s future chal-
lenges. It was agreed that change is imposed by political and governmental fac-
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tors beyond the nonprofit’s ability to forecast. With this rationale, the majority 
thought three years was the ideal future planning target, with five years as the 
limit of potential forecasting visibility.  

2) The majority opinion was to leave vision planning in the framework. A 
20-year forecast period was originally prescribed in the SRM planning frame-
work. Most experts rejected 20 years as a forecast because the uncertainty 
beyond 3 - 5 years was significant. However, when the 20-year forecast was de-
scribed as a theoretical time forecast that represents well beyond the current 
scenario, the experts agreed that the vision should be well into the future. This 
vision time frame creates a scenario that is far enough into the future where the 
planning team must project change that may be disruptive and form a strategy 
that must be considered relative to the current setting. It is useful to set 
long-term aspirations with shorter time period steppingstones (Phaal & Muller, 
2009). 

3) A Healthcare CEO puts more weight on the Political perspective as an in-
fluencer. This expert with over 35 years of executive-level nonprofit experience 
acknowledged the importance of Social perspective understanding that the non-
profit organization must recognize and understand. It is here that most non-
profit organization’s mission is created. However, the political aspect weighed 
down by social significance and government regulations, plays a significant role 
in influencing the nonprofit organization’s planning pathway. 

4) A SR Finance VP in Healthcare suggested combining 5-year Strategic Plan-
ning with Annual Business Planning. This high-level nonprofit expert leads 
planning and finance for a large nonprofit hospital. He argued that daily opera-
tional business planning should not be separated from longer-term strategic 
planning. He stated that the funding to implement the strategic planning must 
be derived from the operating budget that resides in the business plan that is 
short to intermediate in duration. Continuous planning and strategic planning 
are essential and highlight the need to ensure both are conducted in an organi-
zation (Suomalainen, Kuusela, & Tihinen, 2015). Operational and budget plan-
ning are continuous planning, and strategic planning relies on ongoing opera-
tional planning to help fund its longer-term needs. 

5) One CEO suggested broadening the health category to health and wellness, 
which the majority agreed with. Several other experts echoed this suggestion, 
and it was decided to expand the category since wellness is a process of becom-
ing aware and making choices that affect health. 
• Questionnaire 1—SRM Determinants to Initiate a Strategic Plan: 

Summary of responses to the open-ended question # 11 in Table 2 in Ques-
tionnaire 1: 

1) Leadership must support the planning effort. Transformational leadership 
figures prominently in vision-based strategic planning and is more critical than 
transactional leadership (Moxley, 2004). Leadership should encourage diversity 
and knowledge holders in the strategic planning process. This creates an envi-
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ronment of open planning. The strategic plan’s success depends on the proper 
planning team with transformational planning, not just doing what has always 
been done. Transformational leadership was shown to motivate employees 
(Breevaart et al., 2014). The implementation of the plan must have leadership 
support to ensure adequate resource deployment and measurable results.  

2) Must have staff buy-in and input and overall employee engagement. Plan-
ning in nonprofit organizations can be difficult due to limited resources, com-
petencies, and a lack of appropriate goals and measurements.  

3) Proper communication is needed across an organization. Communication 
is a fundamental requirement of planning both for its development and imple-
mentation. It was determined that effective communication is critical for organ-
izations to engage their employees and achieve objectives and strategies (Welch 
& Jackson, 2007). 

4) The SMNOs must be realistic in scope and planning duration. Plans that 
are too broad will have difficulty in their implementation. Plans too far into the 
future will have less accuracy due to more significant uncertainty of the longer 
time horizon. 

The analysis of the responses to the Likert scale questions is obtained via 
Questionnaire 1 which focuses on the SRM Determinants to Initiate a Strategic 
Plan. The analysis of this questionnaire is provided in Figure 4. 

Observation: Only Questions 2 and 9 had a mean value of less than 4. The in-
terpretation is that if the mean value is less than four than the experts did not 
consider it to be as significant as the other questions. 

Question 2 (How much has the current Covid-19 scenario changed your need 
to implement a new strategic plan?) 

An interpretation of this question is that the experts believe that the current 
Corona Virus pandemic has not diminished the need for strategic planning. 

Question 9 (Do you agree with the following statement: “It is best to develop a 
strategic plan after the initial agreement and decision-making team is firmly in 
place?”) 

An interpretation of this question is that the experts may not want to delay the 
strategic planning process with too much formalization of an agreement that 
may hinder the planning and implementation process. 
• Questionnaire 2—Case Study: Correlation of elements in the SRM Frame-

work to the hierarchy planning level chart (Figure 3): 
Summary of responses to the open-ended question # 11 in Table 2 in Ques-

tionnaire 2: 
1) There is a strong need to prioritize and assign appropriate resources. Re-

sources, including financial, human, and appropriate infrastructure must be 
available. Many nonprofit organizations have programs tied to their mission. 
These programs must be resourced to accomplish their goals. Strategic planning 
is time-consuming and can require resources to which SMNOs have limited 
access to (Hu et al., 2014; Massie, 2000). 
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Question 1 2 3 4 5 6 7 8 9 10 

Mean 4.07 3.57 4.71 4.71 4.86 4.43 4.43 4.57 3.79 4.57 

Std. dev. 1.27 1.60 0.47 0.47 0.36 0.94 0.85 0.76 1.05 0.51 

Median 4.50 4.00 5.00 5.00 5.00 5.00 5.00 5.00 4.00 5.00 

Mode 5.00 5.00 5.00 5.00 5.00 5.00 5.00 5.00 4.00 5.00 

Minimum 1.00 1.00 4.00 4.00 4.00 2.00 3.00 3.00 2.00 4.00 

Maximum 5.00 5.00 5.00 5.00 5.00 5.00 5.00 5.00 5.00 5.00 

Figure 4. The results of questionnaire 1. 
 

2) Set realistic goals. Setting appropriate and realistic goals is critical for suc-
cess. The goals are the outcome of proper planning and must be measurable. 
Goals must be properly targeted to key programs, and those programs should 
reflect the organization’s vision and mission. Nonprofit leaders must keep their 
employees focused on challenging goals given their ever-changing environment 
and limited resources (Giffords & Dina, 2004).  

3) Assure appropriately trained and developed workforce. Training can be 
overlooked, especially with nonprofit organizations that are already lean, and in 
many instances, understaffed. However, the organization’s success relies on 
having a healthy workforce, and this requires competent employees who are 
trained and developed to meet the needs of their clients. Nonprofits need and 
want training and development as long as the demand is consistent with their 
goals and needs (Levinson, 1987). 

4) The model is relevant to the community that the respondents serve. Partic-
ipants must represent the organization and the clients it serves, but open to 
growth in the proper areas. Strategic planning is perceived as necessary in com-
munity based small nonprofit organizations (Hu et al., 2014). 

The analysis of the responses to the Likert scale questions are obtained via 
Questionnaire 2, which focuses on the correlation of elements in the SRM 
Framework to the hierarchy planning level chart. The analysis of this question-
naire is provided in Figure 5. 
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Question 1 2 3 4 5 6 7 8 9 10 

Mean 3.64 4.45 4.36 4.64 4.27 4.64 4.36 4.18 4.09 4.27 

Std. dev. 0.39 0.16 0.24 0.15 0.24 0.15 0.20 0.26 0.25 0.19 

Median 4.00 4.00 5.00 5.00 4.00 5.00 4.00 4.00 4.00 4.00 

Mode 4.00 4.00 5.00 5.00 5.00 5.00 4.00 5.00 4.00 4.00 

Minimum 1.00 4.00 3.00 4.00 3.00 4.00 3.00 3.00 3.00 3.00 

Maximum 5.00 5.00 5.00 5.00 5.00 5.00 5.00 5.00 5.00 5.00 

Figure 5. The results of Questionnaire 2. 
 

Observation: Only Question 1 had a mean value of less than 4. The interpreta-
tion is that if the mean value is less than four than the experts did not consider it 
to be as significant as the other questions. 

Question 1 (How much has the current Covid-19 scenario changed your need 
to implement a new strategic plan?) An interpretation of this question is that the 
experts believe that the current Corona Virus pandemic has not diminished the 
need for strategic planning. 

Table 5 summarizes the relationship of the questionnaires to the SMNO SRM 
validation process. The experts’ judgments were used to validate each stage of 
the SRM research validation (Table 2). The three questionnaires had questions 
that were connected to the stage of validation in Table 2 and Figure 2. Know-
ledge of the SRM area developed the questions through expert judgment, litera-
ture review, and an SMNO case study that performed a planning process and 
developed elements and tasks at an implementation level. 

5. Conclusions and Recommendation 

The study presented a framework for a strategic roadmap applicable to an 
SMNO strategic planning process. Strategic planning and the execution that fol-
lows have been historically lacking in SMNO’s due to limited resources and 
competencies necessary to execute such a plan. The use of recognized deci-
sion-making tools such as road-mapping fills a gap area for nonprofit organiza-
tions, especially SMNOs. A goal is for this model to facilitate the planning  

https://doi.org/10.4236/ojbm.2020.86159


D. Tenney, N. J. Sheikh 
 

 

DOI: 10.4236/ojbm.2020.86159 2578 Open Journal of Business and Management 

 

Table 5. Research questionnaire data evaluation summary. 

Questionnaire/ 
Objective 

Research Questions Connection to SRM Summary 

Questionnaire 0 
Expert research question answers validated the SRM framework by 
their knowledge of SMNOs and their planning needs 

This questionnaire validates the SMNO SRM creation 

Questionnaire 1 
Expert research question answers validated the planning  
implementation needs by their knowledge of SMNO planning 
processes 

This questionnaire validates the planning that is  
necessary to initiate and implement an SMNO SRM. 

Questionnaire 2 
Expert research questions answers validated the planning elements 
needed by their knowledge of SMNO and a specific case planning 
application with specific tasks level planning usage 

This questionnaire validates elements at the planning 
task level through a case study 

 
process. Furthermore, the model focused on improving an SMNO health agency 
in Southern Connecticut. 

This is the first study that applies high-level SRM modeling to SMNOs and as 
such, is a novel and effective approach to strategic planning. In this regard, a 
practical and scalable strategic planning framework that previously has not been 
available to the SMNO community is developed and utilized in conjunction with 
the Delphi technique. The proposed model is designed using an organization in 
Southern Connecticut as a case study. The CEO of the organization utilized the 
SRM in the Southern Connecticut agency to develop a strategic plan that met 
their organization’s needs validating its effectiveness. 

The questionnaire feedback was used to reach consensus to form decisions 
that validated each SRM process stage. The analysis of the questionnaire feed-
back created the final SRM model that was built upon a hierarchy of roadmap 
elements. From higher to more detailed, each level has been developed by the 
expert judgment that forms a framework for strategic road-mapping for SMNOs. 
Validated through expert judgment and a real-life case study, the SRM model is 
a valuable planning framework that SMNOs can implement for future planning 
regardless of their focus. The model is designed in a way that is suitable to be-
come a permanent part of their planning processes assisting in maintaining their 
mission-based viability in the long term. Given that proper planning is the first 
step to sustain long-term viability, SRM based frameworks provide a visual and 
flexible way to make a more comprehensive assessment of the many variables to 
which an SMNO is subjected while it develops its mission. 

It is worth mentioning that the study focused on a single mental health non-
profit organization in southeastern Connecticut. However, the flexible and ver-
satile nature of the SRM model allows for usage in other SMNO organizations. 
Furthermore, despite that the experts had a deep and expansive experience, their 
nonprofit background was limited to several areas of experience with an empha-
sis on healthcare. 

Future work should include further case studies that will provide increased 
evidence that an SRM is a viable strategic planning methodology for SMNOs. On 
a final note, SRM requires modification in each organization to address dynamic 
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circumstances within the organization. The flexibility of the SRM allows each 
organization to adapt to its needs. There is a need for additional studies to per-
form SRM and to sustain committees to do such. This study was the first attempt 
to address this need. 
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