UPSTREAM
MANAGEMENT
SOLUTIONS

2026 ESAF Strategic Planning Benchmark Report

Contents

EXECULIVE SUMIMIAIY ...eniiiiiii ittt et e e e e et et et eaeaesasasasassnenenenenennes 1
Section 1- Why Strategic Plans Really Matter...........ccoviniiiiiiiiiiiiii et eeeeeens 4
Section 2 - About the Benchmark.............c..oooiiiiiiiiiiii e 7
Section 3 - What the Evidence Revealed ................cccooiiiiiiiiiiiiiiiiiiiiiii e, 10
Section 4 - Executive INSIhts..... ... 16
CONCLUSION c..ieiiiiii et ettt e st e e e s e e eaeaneeaaes 20

Executive Summary
Why Strategic Plans Really Matter

Strategic planning has long been one of the defining responsibilities of governing Boards and
executive leadership teams. Across Ontario's public-interest regulatory sector, strategic plans
establish organizational priorities, communicate direction, guide resource allocation, and
demonstrate accountability to registrants, governments, and the public.

Yet their importance extends well beyond defining strategic goals, objectives, and initiatives. Over
the four to five years that most strategic plans remain in effect, organizations inevitably experience
internal change. Board members complete their terms, Chief Executive Officers and executive
leaders move on, staff assume new responsibilities, and corporate memory gradually fades.
Throughout these transitions, the strategic plan often becomes one of the few enduring documents
capable of explaining not only what the organization intends to achieve, but why those priorities
were chosen, what assumptions informed them, and how implementation is expected to occur.

Viewed in this way, the strategic plan becomes more than a planning document. It becomes a
governance and organizational change document that preserves institutional knowledge, supports
leadership continuity, and provides confidence that strategic decisions can be sustained
throughout the life of the strategy. This benchmark was developed to support that perspective.



About the Enterprise Strategic Assessment Framework (ESAF) Benchmark

Despite the considerable time and effort organizations invest in strategic planning, comparatively
little attention has been devoted to evaluating the quality of the strategic plans themselves.

The 2026 Enterprise Strategic Assessment Framework (ESAF) Benchmark examines 50 publicly
available strategic plans representing Ontario’s health regulators, non-health regulators, Delegated
Administrative Authorities, and selected federal professional regulatory organizations. Rather than
evaluating organizational performance or judging whether particular strategic priorities are
"correct," the benchmark assesses whether published strategic plans communicate the
information necessary to support effective governance, implementation, and organizational
change.

To provide a consistent basis for assessment, ESAF organizes strategic plans into four domains that
reflect the way most contemporary strategic plans are structured.

e Strategic Context — Why was a new strategy needed and how was it developed?
e Strategic Direction — What future direction has the organization chosen?

e Organizational Readiness — Does the organization demonstrate the capability required to
deliver that strategy?

e Strategy Execution — How will implementation progress be governed, monitored, adapted,
and communicated over time?

Together, these four domains recognize that effective strategic planning extends beyond identifying
priorities. Strong strategic plans also explain the context, decisions, organizational capabilities, and
implementation arrangements needed to translate strategic intent into sustained organizational
performance.

Key Evidence
The benchmark identified six recurring patterns of evidence across the regulatory sector.

1. Organizations explain what they intend to accomplish more effectively than why those priorities
were selected.

2. Strategy Execution remains the least developed aspect of many published strategic plans,
particularly with respect to governance, accountability, review, and public reporting.

3. Higher-performing strategic plans devote greater attention to organizational readiness,
recognizing that successful implementation depends upon governance, leadership,
capabilities, systems, and resources—not simply well-defined objectives.
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4. Strategic planning maturity varies considerably across organizations, demonstrating both
encouraging examples of leading practice and significant opportunities for continued
improvement.

5. Collectively, the evidence suggests that strategic planning is evolving from a periodic planning
exercise into a broader governance and organizational change capability.

6. Strategic planning maturity reflects the quality and completeness of strategic communication
rather than the length of the document or the resources of the organization producing it.

Why This Evidence Matters

The benchmark points to an important evolution in strategic planning practice. Historically,
strategic plans have focused primarily on defining organizational priorities. Increasingly, however,
they are expected to demonstrate the thinking behind those priorities, the organizational capacity
required to achieve them, and the governance arrangements that will sustain implementation over
several years.

As expectations for transparency, accountability, and organizational resilience continue to grow,
strategic plans are becoming more than statements of organizational ambition. They are becoming
enduring governance documents that preserve corporate memory, support leadership continuity,
and guide organizations through sustained periods of change.

Perhaps the benchmark's most encouraging observation is that stronger strategic planning does
not require longer documents or larger organizations. It requires more complete strategic
communication.

Now What?

Organizations should not interpret this benchmark as suggesting that existing strategic plans need
to be replaced whenever opportunities for improvement are identified. Instead, Boards and
executive leadership teams can strengthen current plans by regularly revisiting the strategy,
reinforcing its priorities, communicating its rationale, and using it to frame governance discussions
and organizational decision-making throughout its life.

The 2026 ESAF Strategic Planning Benchmark provides an evidence-based baseline for
understanding how Ontario's regulators are responding to that evolution and identifies practical
opportunities to strengthen future strategic planning practice.
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Section 1- Why Strategic Plans Really Matter

Strategic planning is one of the defining responsibilities of every governing Board and executive
leadership team. Across Ontario's public-interest regulatory sector, strategic plans establish
organizational priorities, communicate future direction, guide decision-making, and demonstrate
accountability to registrants, governments, and the public.

For many organizations, however, the strategic plan is viewed primarily as the conclusion of a
planning process—a document approved by the Board, published on the organization's website,
and referenced periodically over the life of the strategy. While this view recognizes the importance
of strategic planning, it understates the role that a well-constructed strategic plan can and should
play.

A strategic plan is far more than a statement of organizational priorities. It is the organization's
signature governance and change document. It explains not only what the organization intends to
accomplish, but also why those priorities were selected, how they are expected to be achieved,
and how progress will be monitored and evaluated over time.

This role becomes increasingly important over the typical four- or five-year life of a strategic plan.
During that period, organizations inevitably experience change. Board members complete their
terms, Chief Executive Officers and executive leaders move on, staff assume new responsibilities,
external conditions evolve, and new priorities emerge. As these transitions occur, the strategic plan
often becomes one of the few enduring documents capable of preserving the organization's
strategic intent.

A well-designed strategic plan therefore serves as an institutional memory. It helps future leaders
understand not only what decisions were made, but why they were made, what assumptions
informed them, and how implementation was expected to unfold. Rather than requiring each new
leadership team to reinterpret the organization's strategic direction, the plan provides a common
point of reference that supports continuity while allowing the organization to adapt thoughtfully as
circumstances change.

A strategic plan should not be viewed as a one-time

Board approval marks planning exercise that concludes with Board approval.

the beginning of a Board approval marks the beginning of the strategy's life,

. o 16 not its end. Throughout implementation, the strategic

strategic plan's life— . o
plan should remain the organization's primary

not its end governance and change document—guiding decision-

making, informing resource allocation, supporting

accountability, preserving institutional knowledge, and
enabling organizational continuity as leadership and circumstances evolve.
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The distinction between the information used to approve a strategy and the information ultimately
published is particularly important. Governing Boards often receive extensive briefing materials
describing the environmental scan, stakeholder engagement, strategic options considered,
implementation risks, resource implications, and rationale supporting the proposed strategy. Much
of this information informs Board deliberations and approval.

The published strategic plan, however, is frequently a much shorter document intended for external
communication. In the interest of brevity, much of the supporting context is often removed, leaving
only the organization's strategic priorities, objectives, and high-level initiatives.

While this approach creates a concise and accessible publication, it may also remove much of the
information needed to sustain effective governance throughout the life of the strategy. Future
Boards and executive leaders may understand what the organization intended to accomplish
without fully understanding why those priorities were selected, what organizational capabilities
were considered essential, or how success was expected to be monitored and evaluated.

The implications extend beyond the organization itself. Strategic plans are public documents
intended to communicate organizational direction to registrants, applicants, governments,
professional associations, patient and client groups, and members of the public. These
stakeholders are often directly affected by strategic decisions, yet they rarely have access to the
Board reports, environmental scans, briefing materials, or implementation discussions that
informed those decisions. For many, the published strategic plan is the only document available to
explain the organization's future direction.

If the published plan communicates only what is changing but provides limited insight into why
those changes were considered necessary or how implementation will be governed, stakeholders
may be left with an incomplete understanding of the organization's strategic direction.
Transparency, accountability, and confidence are strengthened when strategic plans communicate
not only organizational ambition, but also the reasoning, governance, and implementation
approach that support it.

For these reasons, a published strategic plan should be capable of standing on its own. It should
contain sufficient information to function as both a governance document and an accountability
document throughout the life of the strategy. This does not require publishing every background
report, analysis, or Board discussion. Rather, it requires including enough context, rationale,
organizational readiness, and implementation information for future leaders and external
stakeholders to understand the organization's direction and the decisions that supportit.

When strategic plans fall short of this objective, the consequences may not become apparent
immediately. A strategy may receive unanimous Board approval and launch with considerable
enthusiasm. Over time, however, the absence of documented rationale, governance arrangements,
implementation planning, or organizational capability considerations can make it increasingly
difficult to sustain momentum. Future Boards may revisit priorities because the original reasoning
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is no longer evident. New executive leaders may understand the organization's objectives without
understanding the assumptions that shaped them. Critical organizational capabilities may receive
insufficient attention because they were never explicitly linked to strategic success. Progress
reporting may become inconsistent, reducing confidence that implementation remains on track.

In these circumstances, strategic plans risk becoming historical documents rather than living
governance tools. They remain available but no longer provide the guidance needed to support
strategic decision-making or organizational continuity.

These observations formed the foundation for developing the Enterprise Strategic Assessment
Framework (ESAF). While considerable attention has been devoted to improving strategic planning
processes, comparatively little attention has been given to assessing the quality of the strategic
plans themselves. Most evaluations focus on organizational performance or the effectiveness of
planning activities. Far fewer examine whether the published strategic plan contains the
information needed to support governance, implementation, accountability, and organizational
continuity throughout its intended life.

The 2026 ESAF Strategic Planning Benchmark was developed to address that question. Rather than
evaluating whether organizations selected the "right" strategic priorities, the benchmark assesses
how effectively published strategic plans communicate the essential components of successful
strategic governance. In doing so, it establishes an evidence-based baseline for understanding
current strategic planning practice across Ontario's public-interest regulatory sector and identifies
opportunities to strengthen the strategic plans that organizations rely upon to guide their future.
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Section 2 - About the Benchmark

A Framework for Evaluating Strategic Plans

Although strategic plans vary considerably in length, style, and design, most follow a broadly similar
structure. They typically describe the organizational environment and the reasons for developing a
new strategy, establish strategic priorities and objectives, identify the organizational capabilities
needed to support implementation, and outline how progress will be monitored and evaluated.

The Enterprise Strategic Assessment Framework (ESAF) was developed around this common
structure. Rather than evaluating the specific content of an organization's strategy, ESAF examines
whether the published strategic plan provides sufficient information to explain how the strategy
was developed, what direction has been chosen, whether the organization appears prepared to
deliver it, and how implementation will be governed throughout the life of the strategy.

By assessing strategic plans against a consistent framework, ESAF enables organizations to identify
common strengths, recurring gaps, and opportunities to strengthen future strategic planning
practice.

Scope of the Benchmark

The 2026 ESAF Strategic Planning Benchmark includes 50" publicly available strategic plans
representing four categories of public-interest regulatory organizations:

e Health Professional Regulatory Colleges

e Non-Health Professional Regulators

e Delegated Administrative Authorities (DAAS)
e Federal Regulatory Organizations

Collectively, these organizations represent a broad cross-section of Ontario's regulatory landscape,
encompassing a wide range of legislative mandates, governance structures, organizational sizes,
and strategic planning approaches.

The objective of the benchmark is not to rank organizations or evaluate the quality of their strategic
priorities. Rather, it establishes an evidence-based baseline describing how strategic plans are
currently documented and communicated across the regulatory sector.

1 See Appendix A for complete list of most recent publicly available documents, retrieved July 2026
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Assessment Methodology

Each strategic plan was assessed using a standardized framework consisting of 27 evidence-
based assessment questions. Each question was evaluated using a simple three-point scale.

Score Interpretation

2 Clearly demonstrated
1 Partially demonstrated
0 Not evident

Individual question scores were aggregated to produce domain scores and an overall ESAF
Benchmark Score with a maximum possible score of 54.

Assessments were based solely on information contained within the published strategic planning
documentation. Internal Board reports, environmental scans, implementation plans, or other
supporting materials were not considered unless they formed part of the organization's publicly
available strategic planning record.

This approach reflects one of the guiding principles of the ESAF Framework: a published strategic
plan should function as a standalone governance and accountability document, providing
sufficient information for both internal leadership and external stakeholders to understand the
organization's strategic direction, the rationale supporting it, and the approach to implementation.

The Four ESAF Domains

Although organizations present their strategic plans in different ways, most address four
fundamental questions:

e Why are we changing?

e Where are we going?

e Are we prepared to get there?

e How will we know we're succeeding?
The ESAF Framework organizes its assessment around these four questions.
Strategic Context
Why are we changing?

This domain examines the foundation of the strategy. It considers whether the strategic plan
explains the organizational environment, strategic challenges, planning process, evidence, and
stakeholder engagement that informed strategic decision-making.
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Strategic Direction
Where are we going?

This domain evaluates how clearly the organization communicates its purpose, vision, strategic
priorities, objectives, and intended outcomes.

Organizational Readiness
Are we prepared to get there?

This domain examines whether the strategic plan demonstrates that the organization possesses—
or intends to develop—the governance, leadership, organizational capabilities, systems,
partnerships, technology, and resources required to support successful implementation.

Strategy Execution
How will we know we're succeeding?

This domain assesses how the organization intends to implement, monitor, evaluate, report on, and
adapt its strategy over time through appropriate governance, accountability, and performance
measurement.

Together, these four domains recognize that an effective strategic plan should communicate not
only what an organization intends to accomplish, but also why those priorities were selected,
whether the organization is prepared to achieve them, and how progress will be monitored
throughout the life of the strategy.

The Sections that follow present the evidence of the 2026 ESAF Strategic Planning Benchmark.
Rather than evaluating individual organizations, the benchmark examines broader patterns across
the regulatory sector to identify common strengths, recurring opportunities, and emerging
practices that can inform future strategic planning.
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Section 3 - What the Evidence Revealed

The purpose of the ESAF Strategic Planning Benchmark is not simply to assign scores to strategic
plans. Its greater value lies in identifying broader patterns that help explain how regulators currently
communicate strategy, organizational readiness, and implementation through their published
strategic plans.

Viewed individually, each strategic plan reflects the unique mandate, governance structure, and
strategic priorities of a single organization. Viewed collectively, however, they reveal recurring
patterns that provide valuable insight into the current state of strategic planning across Ontario's
public-interest regulatory sector.

The evidence presented in this Section should therefore be interpreted as observations about
strategic planning practice rather than evaluations of individual organizations. Together, they
establish an evidence-based baseline against which future strategic planning practices can be
measured.

Strategic Planning Maturity Varies Across the Sector

Average Maturity Score by Regulator Category
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Chart 1: Average Maturity Score by Regulator Category

The benchmark demonstrates that strategic planning maturity exists along a continuum rather than
within clearly defined categories. Organizations across all four regulatory sectors displayed varying
levels of completeness in documenting the strategic planning process, organizational readiness,
and implementation arrangements.

10
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The results are encouraging. A substantial proportion of organizations demonstrated well-
developed strategic planning documentation that extended beyond the traditional presentation of
strategic priorities to include governance, organizational capability, implementation planning, and
performance monitoring.

At the same time, the benchmark identified meaningful opportunities for improvement. Many
organizations continue to communicate strategic direction effectively while providing
comparatively less information about the context in which strategic decisions were made, the
organizational capabilities required for implementation, or the governance arrangements that will
sustain the strategy over time.

The benchmark therefore suggests that strategic planning maturity should be viewed as an
evolutionary process rather than a fixed standard. Organizations continue to strengthen how they
communicate strategy, and examples of leading practice provide valuable learning opportunities
for the broader regulatory community.
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Chart 2: Distribution of Total Scores

Maturity Reflects Quality, Not Quantity

One of the more interesting observations emerging from the benchmark is what did not influence
strategic planning maturity.

Neither the length of a published strategic plan nor the apparent size or resources of the
organization consistently predicted higher ESAF scores.

Some of the strongest strategic plans were relatively concise, communicating their strategic
context, organizational readiness, and implementation approach clearly and effectively within a

11
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modest number of pages. Conversely, some substantially longer documents provided extensive
descriptions of organizational priorities but comparatively less information regarding strategic
rationale, governance, implementation, or organizational capability.

Similarly, organizations of varying sizes demonstrated
Strategic planning strong strategic planning practices. Larger organizations

maturity reflects the did not.conS|stently produce morg cornprehfanswe
strategic plans than smaller organizations with fewer

quality of strategic apparent resources.

communication—not This evidence suggests that the quality of a published

the quantity of pages or strategic plan depends less on its length or organizational
. scale than on how effectively it communicates the
the size of the information needed to support governance,

organization implementation, accountability, and organizational

continuity.

The benchmark therefore suggests that strategic planning maturity is influenced less by the
quantity of information presented than by the quality and completeness of the information
communicated.

Organizations Explain “What” Better Than “Why”

Average Peformance by ESAF Domain

Strategy Execution _
Organizational Readiness _
Strategic Direction _
Strategic Context _

0.0% 10.0% 20.0% 30.0% 40.0% 50.0% 60.0% 70.0%
Chart 3: Average Performance by ESAF Domain

One of the clearest pieces of evidence emerging from the benchmark is the difference between
communicating strategic direction and communicating strategic rationale.

12
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Across the benchmark, organizations consistently performed well in describing their mission,
vision, strategic priorities, and intended outcomes. Readers are generally able to understand what
organizations intend to accomplish over the life of the strategic plan.

Less consistently communicated, however, is the reasoning behind those decisions.

Many strategic plans provide only limited information regarding the organizational challenges that
prompted a new strategy, the evidence informing strategic choices, the alternatives considered, or
the stakeholder engagement that shaped the planning process.

This distinction is important.

Strategic priorities become considerably more meaningful when readers understand not only the
destination, but also the reasoning that led the organization to choose that direction. The
benchmark suggests that while regulators have become increasingly effective at communicating
strategic intent, many continue to treat the planning process itself as background information
rather than an important component of strategic accountability.

Organizational Readiness Is Becoming More Visible

One of the more encouraging pieces of evidence emerging from the benchmark is the increasing
attention devoted to organizational readiness.

Higher-performing strategic plans consistently recognized that successful implementation
depends upon more than clearly defined priorities. They also acknowledged the importance of
governance, leadership, organizational capabilities, workforce development, technology,
partnerships, and resource planning in supporting strategic success.

This represents an important shift in strategic planning practice.

Historically, implementation capability was often addressed through separate operational planning
processes. Increasingly, organizations are recognizing that implementation readiness is itself a
strategic consideration that deserves explicit attention within the strategic plan.

Plans that communicate organizational readiness provide greater confidence that implementation
has been considered realistically rather than assumed.

Strategy Execution Remains the Greatest Opportunity

While strategic direction consistently represented an area of relative strength, the benchmark
found that strategy execution remains the least developed aspect of many published strategic
plans.

Many organizations clearly identify strategic priorities and objectives but provide comparatively
little information regarding implementation governance, accountability, performance reporting,
review processes, or how strategies will be adapted as organizational circumstances change.

13
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This finding does not suggest that organizations lack implementation processes. Rather, it indicates
that these processes are often not communicated within the published strategic plan itself.

Given the strategic plan's role as both a governance document and a public accountability
document, this represents an important opportunity for improvement. Stronger strategic plans help
readers understand not only where the organization intends to go, but also how progress will be
monitored, reported, and sustained throughout the implementation period.

Common Patterns Across the Benchmark

Although organizations differed in size, mandate, and strategic priorities, several consistent
patterns emerged across the benchmark.

Higher-performing strategic plans generally:
e provided greater transparency regarding the planning process and strategic rationale;

e demonstrated stronger evidence of organizational readiness and implementation
capability;

e described governance and accountability arrangements more clearly;
e integrated performance measurement and progress reporting into the strategic plan; and

e communicated strategic priorities within a broader context of organizational change and
continuous improvement.

Conversely, lower-scoring plans often communicated strategic priorities effectively but provided
comparatively less information regarding planning methodology, organizational capability,
implementation governance, or long-term accountability.

These observations suggest that the differences between stronger and developing strategic plans
are not primarily differences in ambition or strategic direction. Rather, they reflect differences in
how comprehensively organizations communicate the thinking, governance, and implementation
arrangements that support their strategy.

What This Evidence Means

Taken together, the benchmark evidence suggests that strategic planning within Ontario's
regulatory sector continues to mature.

Organizations are increasingly recognizing that successful strategic planning requires more than
identifying future priorities. Stronger strategic plans demonstrate how those priorities were
developed, explain the organizational capabilities required to achieve them, and establish the
governance and accountability arrangements needed to sustain implementation over time.

14
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At the same time, the benchmark identifies meaningful opportunities to strengthen how published
strategic plans communicate the rationale behind strategic decisions, preserve institutional

knowledge, and support both internal governance and external accountability throughout the life of
the strategy.

This evidence establishes an important baseline for future benchmark editions and provides
practical insight for organizations preparing to develop or refresh their next strategic plan.

15
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Section 4 - Executive Insights

From Evidence to Action

The purpose of benchmarking extends beyond measuring current practice. Its greater value lies in
helping organizations interpret evidence, challenge assumptions, and strengthen future decision-
making.

The evidence presented in this benchmark identifies several recurring patterns that have practical
implications for Boards, executive leadership teams, and organizations preparing to develop or
refresh their next strategic plan.

These Executive Insights do not prescribe a single approach to strategic planning. Rather, they
summarize the broader lessons emerging from the benchmark and provide a practical perspective
on what distinguishes stronger strategic planning documentation.

Executive Insight 1
Strong Strategic Plans Explain More Than Strategic Priorities

The benchmark demonstrates that organizations generally communicate what they intend to
accomplish more effectively than why those priorities were selected.

] Future strategic plans should therefore place greater
Strong strateglc plans emphasis on communicating the evidence,

explain nhot only what organizational context, planning process, and strategic

. . . rationale that support major strategic decisions.
organlzatlons intend to
Explaining strategic choices strengthens governance,

accomplISh’ but Why‘ preserves corporate memory, and builds confidence

among both internal and external audiences.

Executive Insight 2
Better Strategic Plans Are Not Necessarily Longer Strategic Plans

One of the more encouraging observations emerging from the benchmark is that strategic planning
maturity is not determined by document length or organizational size.

Some of the strongest strategic plans were among the most concise.

Conversely, longer documents did not consistently communicate greater clarity regarding
governance, organizational readiness, implementation, or accountability.

Effective strategic planning depends less on the quantity of information presented than on the
quality, completeness, and clarity with which strategic decisions are communicated

16
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Executive Insight 3
Organizational Readiness Is a Strategic Issue

Higher-performing strategic plans consistently recognize that successful implementation depends
upon more than clearly articulated priorities.

Governance, leadership, workforce capability, technology, partnerships, financial resources, and
organizational systems all contribute to implementation success.

Organizations preparing future strategic plans should therefore consider whether implementation
capability is communicated as clearly as strategic ambition.

Executive Insight 4

Strategic Plans Should Endure Beyond Their Authors

A strategic plan is expected to guide an organization through several years of change.

During that period, Boards, Chief Executive Officers, executive teams, and staff inevitably change.

The benchmark suggests that stronger strategic plans preserve not only strategic priorities, but also
the reasoning, governance arrangements, implementation approach, and organizational context
needed to support future leadership.

In this respect, strategic plans serve as an important source of institutional memory as well as a
public statement of organizational direction.

Executive Insight 5
Strategic Planning Is Becoming a Governance Capability

Perhaps the most significant observation emerging from the benchmark is that strategic planning
continues to evolve.

Increasingly, organizations are recognizing that strategic planning extends beyond identifying
priorities.

It also encompasses governance, organizational capability, implementation, accountability,
performance monitoring, and continuous learning.

Viewed in this way, strategic planning becomes an ongoing organizational capability rather than a
periodic planning exercise.

17
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Executive Insight 6
Re-Activating Your Current Strategic Plan

The benchmark should not be interpreted as suggesting that organizations need to replace their
current strategic plan whenever opportunities for improvement are identified.

Most strategic plans remain in effect for four or five years. During that time, organizations can
strengthen implementation and organizational understanding without rewriting the strategy itself.

Boards and executive leadership teams can periodically revisit the strategic rationale,
assumptions, implementation priorities, governance arrangements, and organizational capabilities
that supported the original strategy. Where appropriate, information contained in Board reports,
planning presentations, implementation plans, or supporting documentation can be incorporated
into ongoing strategic communications and governance discussions.

Rather than treating the strategic plan as a document that is approved and then revisited only
during the next planning cycle, organizations can use it as an active governance and change
document throughout its life.

Questions for Boards and Executive Boards and executive leadership teams should look
Teams for opportunities to actively use—or "re-activate"—
their strategic plan throughout its life. Board

When reviewing your current strategic . ) .
meetings, annual general meetings, executive

plan, ask: retreats, leadership forums, staff meetings, and

e Does our plan explain why our performance reporting help reinforce organizational
strategic priorities were selected? priorities, preserve institutional knowledge, and

e Could a new Board member provide context for strategic decisions as leadership
understand the rationale behind our and organizational circumstances evolve.
decisions?

Strategic planning should therefore be viewed as an

* Doesthe plan clearly describe the ongoing governance capability rather than a periodic

capabilities needed for successful planning event.

implementation?
e Isimplementation governance Concluding Reflection
clearly described?

Taken together, these Executive Insights reinforce a

o DT EEUE U5 OUF STETRE Y central message emerging from the 2026 ESAF

plan to frame Board and executive Strategic Planning Benchmark.

discussions?

The quality of a strategic plan should not be judged
solely by the priorities it contains, the length of the document, or the resources available to the
organization that produced it.

18
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Rather, stronger strategic plans communicate the context, reasoning, organizational readiness,
governance, and implementation arrangements that enable strategic priorities to be understood,
sustained, and adapted throughout the life of the strategy.

As organizations prepare future strategic plans, these benchmark observations provide an
evidence-informed foundation for strengthening both the quality of strategic planning
documentation and the governance practices that support successful implementation.
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Conclusion

The 2026 ESAF Strategic Planning Benchmark was undertaken to better understand how public-
interest regulators communicate strategy through their published strategic plans. Rather than
evaluating organizational performance or judging the merits of individual strategic priorities, the
benchmark examined whether strategic plans provide the information needed to support
governance, implementation, accountability, and organizational continuity throughout the life of
the strategy.

The evidence presented in this report demonstrates that strategic planning across Ontario's
regulatory sector continues to mature. Many organizations have developed thoughtful strategic
plans that clearly communicate their future direction and increasingly recognize the importance of
governance, organizational readiness, and implementation. At the same time, the benchmark
identifies meaningful opportunities to strengthen how published strategic plans communicate
strategic rationale, organizational capability, implementation arrangements, and long-term
accountability.

Perhaps the benchmark's most important observation is that the value of a strategic plan extends
far beyond the planning process itself.

The benchmark demonstrates that a strategic plan's greatest value is realized not when it is
approved, but when it continues to guide organizational decisions over the years that follow. Board
approval marks the beginning of a strategic plan's life—not its end.

Over the years that follow, the strategic plan becomes the organization's enduring point of
reference for governance, decision-making, accountability, and organizational continuity. It
provides future Boards, executive leaders, staff, registrants, governments, and other stakeholders
with a common understanding of not only what the organization intends to accomplish, but also
why those priorities were selected and how they are intended to be achieved.

For that reason, strategic plans should not be viewed as

A Strategic plan's documents that are approved, published, and revisited

greatest value lies not only during the next planning cycle. They should remain
active governance and change documents that continue

in the day itis to inform organizational decisions, preserve institutional

approved’ butin every knowledge, and provide a consistent framework for
. . . . implementation throughout their life.

decision it continues to
The ESAF Strategic Planning Benchmark establishes an

inform thereafter. evidence-based baseline against which future strategic

planning practices can be measured. More importantly, it
demonstrates that stronger strategic plans are not defined by their length, their complexity, or the
resources of the organizations that produce them. They are defined by how effectively they
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communicate the context, rationale, governance, organizational readiness, and implementation
needed to sustain strategic success over time.

As regulators continue to navigate increasingly complex operating environments, the quality of the
strategic plan itself will become an increasingly important component of effective governance.
Organizations that invest in strategic plans capable of standing on their own—as enduring
governance and change documents—will be better positioned to maintain continuity, strengthen
accountability, and sustain organizational performance throughout the life of their strategy.

About ESAF

The Enterprise Strategic Assessment Framework (ESAF) provides organizations with an
evidence-based methodology for evaluating the completeness and implementation readiness of
published strategic plans. By assessing Strategic Context, Strategic Direction, Organizational
Readiness, and Strategy Execution, ESAF helps organizations strengthen strategic planning
documentation while supporting effective governance, organizational continuity, and long-term
implementation. To learn more about ESAF, future benchmark studies, or strategic planning
advisory services, visit www.upstreammanagesolutions.com/services.

© Upstream Management Solutions August 2026
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Appendix A - Strategic Plans? Reviewed

# Regulatory Body Category | Document Plan Period | Source URL

1 Association of Land Surveyors | Non- Strategic Plan 2025- 2025-2028 https://www.aols.org/site_files/content/pages/you-ve-
of Ontario health 2028 had-your-say/2025---2028-strategic-plan.pdf

2 Bereavement Authority of DAA 2022-2025 Strategic 2022-2025 https://thebao.ca/wp-
Ontario Plan content/uploads/2022/06/BA0O_Strategic_Plan_2022June

9_2022.pdf

3 College of Audiologists and Health 2025-2029 2025-2029 https://caslpo.com/about-caslpo/media-and-
Speech-Language Strategic Plan publications/accountability/2025-2029-strategic-plan
Pathologists of Ontario

4 College of Chiropodists of Health Strategic Plan 2022-2025 https://cocoo.on.ca/strategic-plan/
Ontario

5 College of Chiropractors of Health Strategic Plan 2024 - 2024-2029 https://cco.on.ca/about-cco/mission-and-strategic-
Ontario 2029 And Appendix A objectives/

6 College of Dental Hygienists of | Health 2025 - 2027 Strategic 2025-2027 https://cdho.org/about-cdho/who-we-are/strategic-
Ontario Plan direction/

7 College of Dental Health Strategic Map 2024 - 2024-2027 https://cdto.ca/wp-content/uploads/1-Strategic-Map-
Technologists of Ontario 2027 2024-2027-Board-Approved-Dec-15-2023.pdf

8 College of Denturists of Health 2023-2027 Strategic 2023-2027 https://denturists-cdo.com/About-Us/Strategic-Plan.aspx
Ontario Plan

9 College of Dietitians of Ontario | Health Strategic Plan 2025-29 | 2025-2029 https://collegeofdietitians.org/about-us/strategic-plan-

goals/

10 College of Early Childhood Non- Strategic Plan 2022- 2022-2027 https://college-ece.ca/about-us/purpose-and-mandate/
Educators health 2027

11 College of Kinesiologists of Health Strategic Plan 2025- 2025-2030 https://coko.ca/wp-content/uploads/2024/12/Strategic-
Ontario 2030 Plan-2025-2030.pdf

12 College of Massage Therapists | Health Strategic Plan 2026- 2026-2030 https://www.cmto.com/about-cmto/what-we-
of Ontario 2030 do/strategic-plan/

13 | College of Medical Radiation Health Strategic Purpose 2025-2027 https://www.cmrito.org/pdfs/strategic-plan/strategic-
and Imaging Technologists of 2025-2027 plan.pdf
Ontario

2 Last website- published version, retrieved July 2026
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# Regulatory Body Category | Document Plan Period | Source URL
14 | College of Midwives of Ontario | Health 2026-2029 Strategic 2026-2029 https://cmo.on.ca/wp-content/uploads/2026/04/2026-
Plan 2029-Strategic-Plan.pdf
15 | College of Nurses of Ontario Health Strategic Plan 2021- 2021-2026 https://www.cno.org/Assets/CNO/Documents/What-is-
2026 CNO/strategic-plan-2021.pdf
16 College of Occupational Health Strategic Priorities 2024-2027 https://www.coto.org/about/strategic-priorities/
Therapists of Ontario
17 College of Opticians of Ontario | Health 2026-2028 Strategic 2026-2028 https://collegeofopticians.ca/sites/default/uploads/files/
Plan StrategicPlan_Document.pdf
18 College of Optometrists of Health Strategic & 2022-2025 https://collegeoptom.on.ca/wp-
Ontario Implementation Plan content/uploads/P_COQ_StrategicPlan-2022-25_V3.pdf
2022-2025
19 College of Physicians and Health Strategic Plan 2020- 2020-2027 https://www.cpso.on.ca/getmedia/2943e53a-023a-42c4-
Surgeons of Ontario 2027 a0dc-6e693c99020a/strategic-plan-onesheet.pdf
20 College of Physiotherapists of | Health 2026-2030 Strategic 2026-2030 https://collegept.org/about-the-college/strategy-and-
Ontario Plan reporting/
21 College of Psychologists and Health Strategic Direction 2023-2028 https://cpbao.ca/about-cpo/strategic-direction/
Behaviour Analysts of Ontario 2023-2028
22 College of Registered Health Strategic Plan 2023- 2023-2026 https://crpo.ca/about-us/strategic-plan-2023-2026/
Psychotherapists of Ontario 2026
23 College of Respiratory Health Strategic Direction 2026-2030 https://www.crto.on.ca/public/resources-and-
Therapists of Ontario (2026-2030) links/strategic-planning/
24 | College of Traditional Chinese | Health Strategic Plan 2023- 2023-2028 https://www.ctcmpao.on.ca/about-us/strategic-plan/
Medicine Practitioners and 2028
Acupuncturists of Ontario
25 College of Veterinarians of Non- Strategy 2026 2023-2026 https://www.cvo.org/about/strategic-plan
Ontario health
26 Health and Supportive Care Health HSCPOA Strategic 2025-2027 https://hscpoa.com/wp-
Providers Oversight Authority Framework 2025-2027 content/uploads/2025/09/REP_EN_HSCPOA_Strategic_Fr
Report amework_2025_2027.pdf
27 Human Resources Non- Vision 2027 2024-2027 https://www.hrpa.ca/about-hrpa/vision-2027/
Professionals Association health
28 Law Society of Ontario Non- Strategic Priorities 2019-2023 https://lso.ca/annualreport/2022/strategic-priorities
health And Initiatives
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https://collegeoptom.on.ca/wp-content/uploads/P_COO_StrategicPlan-2022-25_V3.pdf
https://collegeoptom.on.ca/wp-content/uploads/P_COO_StrategicPlan-2022-25_V3.pdf
https://www.cpso.on.ca/getmedia/2943e53a-023a-42c4-a0dc-6e693c99020a/strategic-plan-onesheet.pdf
https://www.cpso.on.ca/getmedia/2943e53a-023a-42c4-a0dc-6e693c99020a/strategic-plan-onesheet.pdf
https://collegept.org/about-the-college/strategy-and-reporting/
https://collegept.org/about-the-college/strategy-and-reporting/
https://cpbao.ca/about-cpo/strategic-direction/
https://crpo.ca/about-us/strategic-plan-2023-2026/
https://www.crto.on.ca/public/resources-and-links/strategic-planning/
https://www.crto.on.ca/public/resources-and-links/strategic-planning/
https://www.ctcmpao.on.ca/about-us/strategic-plan/
https://www.cvo.org/about/strategic-plan
https://hscpoa.com/wp-content/uploads/2025/09/REP_EN_HSCPOA_Strategic_Framework_2025_2027.pdf
https://hscpoa.com/wp-content/uploads/2025/09/REP_EN_HSCPOA_Strategic_Framework_2025_2027.pdf
https://hscpoa.com/wp-content/uploads/2025/09/REP_EN_HSCPOA_Strategic_Framework_2025_2027.pdf
https://www.hrpa.ca/about-hrpa/vision-2027/
https://lso.ca/annualreport/2022/strategic-priorities

# Regulatory Body Category | Document Plan Period | Source URL
29 Ontario Association of Non- Strategic Plan [2022- 2022-2027 https://oaa.on.ca/OAA/Assets/Documents/Strategic%20
Architects health 2027] Planning_Final%202024.pdf
30 Ontario Association of Non- 2025-2027 Strategic 2025-2027 https://www.oacett.org/news-announcements/2025-
Certified Engineering health Plan 2027-strategic-plan
Technicians and Technologists
31 Ontario College of Health Trusted To Lead. 2024-2028 https://www.ocpinfo.com/wp-
Pharmacists Inspired To Serve. content/uploads/2024/01/2024-2028-Strategic-Plan-
Driven To Protect. Publication.pdf
OCP’s 2024-2028
Strategic Plan
32 | Ontario College of Social Non- Strategic Plan 2024- 2024-2029 https://www.ocswssw.org/about-us/strategic-plan-2024-
Workers and Social Service health 2029 2029/
Workers
33 | Ontario College of Teachers Non- 2024-2028 Strategic 2024-2028 https://www.oct.ca/about-the-college/2024-2028-
health Plan strategic-plan
34 | Professional Engineers Non- Moving Forward With 2026-2030 https://www.peo.on.ca/sites/default/files/2025-11/strat-
Ontario health Purpose Strategic Plan plan-2026.pdf
2026-2030
35 | Ontario Professional Foresters | Non- Strategic Plan 2021- 2021-2026 https://opfa.ca/wp-
Association health 2026 content/uploads/2021/06/StrategicPlan2021-2026FINAL-
min.pdf
36 Professional Geoscientists Non- Strategic Planning 2024-2026 https://www.pgo.ca/uploaded/files/PGO%20Strategic%2
Ontario health Framework 2024-26 OPlanning%20Framework%202024-26.pdf
37 Real Estate Council of Ontario | DAA Innovative & 2024-2026 https://www.reco.on.ca/getmedia/62110a24-dde8-4d2c-
Progressive Strategic 8893-e79473675d91/Innovative-Progressive-RECO-
Plan 2024-26 Strategic-Plan-2024-26.pdf
38 Registered Insurance Brokers Non- RIBO 2025-2028 2025-2028 https://www.ribo.com/ribo-2025-2028-strategic-plan/
of Ontario health Strategic Plan
39 Royal College of Dental Health RCDSO Strategic Plan: | 2023-2025 https://cdn.agilitycms.com/rcdso/pdf/strategic-
Surgeons of Ontario 2023-2025 plan/RCDSO_5309_Strategic%20Plan%202023-
2025%20V8%20Hover.pdf
40 | Skilled Trades Ontario Non- Strategic Plan 2023 - 2023-2026 https://www.skilledtradesontario.ca/wp-
health 2026 content/uploads/2023/09/Skilled-Trades-Ontario-
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https://cdn.agilitycms.com/rcdso/pdf/strategic-plan/RCDSO_5309_Strategic%20Plan%202023-2025%20V8%20Hover.pdf
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https://cdn.agilitycms.com/rcdso/pdf/strategic-plan/RCDSO_5309_Strategic%20Plan%202023-2025%20V8%20Hover.pdf
https://www.skilledtradesontario.ca/wp-content/uploads/2023/09/Skilled-Trades-Ontario-Strategic-Plan-2023-2026-Public-Report-vSep-20-2023-FINAL.pdf
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# Regulatory Body Category | Document Plan Period | Source URL
Strategic-Plan-2023-2026-Public-Report-vSep-20-2023-
FINAL.pdf
41 Condominium Management DAA Building Confidence: 2025-2028 https://www.cmrao.ca/wp-
Regulatory Authority of Ontario A Strategic Plan For content/uploads/2025/04/CMRAO-Strategic-Plan-
Proactive And 2025%E2%80%9328.pdf
Effective
Condominium
Management
Oversight 2025-2028
42 Condominium Authority of DAA CAO Strategic Plan 2024-2027 https://www.condoauthorityontario.ca/wp-
Ontario 2024-2027 content/uploads/2024/05/CAQO_24-
27 _StrategyPlan_Accessible.pdf
43 Ontario Motor Vehicle Industry | DAA 2024 - 2026 Strategic 2024-2026 https://www.omvic.ca/wp-
Council Plan content/uploads/2025/04/0OMVIC-2024-2026-Strategic-
Plan.pdf
44 | Electrical Safety Authority DAA Empowering Safety, 2025-2030 https://esasafe.com/assets/files/esasafe/pdf/Corporate_R
Energizing Tomorrow eports/ESA-StrategicPlan2025-Final.pdf
Strategic Plan 2025-
2030
45 | Technical Standards and DAA TSSA Strategic Plan 2025-2028 https://www.tssa.org/downloads/tssa-strategic-plan-
Safety Authority 2024-2028 2024-2028
46 Home Construction DAA 2025-2030 Plan 2025-2030 https://www.hcraontario.ca/wp-
Regulatory Authority content/uploads/2025/03/HCRA_StratPlan_2025-30.pdf
47 Ontario One-Call DAA Safely Digging Into The | 2025-2027 https://ontarioonecall.ca/wp-content/uploads/OOC-
Future 2025-2027 Strategic-Plan-2025-2027.pdf
Strategic Plan
48 Retirement Home Regulatory DAA Strategic Plan: 2023-2026 https://www.rhra.ca/wp-content/uploads/2023/10/RHRA-
Authority 2023/2024 - Strategic-Plan_2023-2026.pdf
2025/2026
49 College of Immigration and Federal July 1, 2023-June 30, 2024-2026 https://college-

Citizenship Consultants

2026 Strategic Plan
Setting The Standard
For Public Protection

ic.ca/ICCRC/Assets/Documents/Strategic_Plan/StratPlan-
2023-2027-EN.pdf
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https://www.condoauthorityontario.ca/wp-content/uploads/2024/05/CAO_24-27_StrategyPlan_Accessible.pdf
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https://ontarioonecall.ca/wp-content/uploads/OOC-Strategic-Plan-2025-2027.pdf
https://ontarioonecall.ca/wp-content/uploads/OOC-Strategic-Plan-2025-2027.pdf
https://www.rhra.ca/wp-content/uploads/2023/10/RHRA-Strategic-Plan_2023-2026.pdf
https://www.rhra.ca/wp-content/uploads/2023/10/RHRA-Strategic-Plan_2023-2026.pdf
https://college-ic.ca/ICCRC/Assets/Documents/Strategic_Plan/StratPlan-2023-2027-EN.pdf
https://college-ic.ca/ICCRC/Assets/Documents/Strategic_Plan/StratPlan-2023-2027-EN.pdf
https://college-ic.ca/ICCRC/Assets/Documents/Strategic_Plan/StratPlan-2023-2027-EN.pdf

# Regulatory Body Category | Document Plan Period | Source URL
50 Canadian Patent Agents and Federal 2026-2028 Strategic 2026-2028 https://cpata-cabamc.ca/wp-
Transfer Agents Framework content/uploads/2025/12/Strategic_Framework 2026-

2028.pdf
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Appendix B: Executive Strategic Assessment Framework (ESAF) v1.0
Purpose

The Executive Strategic Assessment Framework (ESAF) provides a structured methodology for
evaluating the quality and executive maturity of publicly available strategic plans. The framework
assesses how effectively a strategic plan communicates organizational direction, demonstrates
strategic thinking, and supports executive governance and accountability.

ESAF evaluates the strategic plan itself—not the organization's overall performance or the success
of implementation.

Assessment Structure

Each strategic plan is evaluated across four assessment dimensions.

Assessment Dimension Maximum Score
1. Strategic Foundation 6
2. Strategic Direction 6
3. Strategic Execution 6

4. Strategic Communication 6
Total Possible Score 24

Each dimension consists of three assessment criteria.
Each criterion is scored using a three-point scale.

Scoring Methodology

Score Interpretation

0 Criterion not evident or only minimally addressed
1 Criterion partially addressed with moderate evidence
2 Criterion clearly addressed with strong, well-developed evidence

Dimension scores are summed to produce an overall ESAF score out of 24.



Assessment Principles
The ESAF assessment is guided by the following principles:

e Evidence-based — Scores are based solely on information contained within publicly
available strategic planning documents.

e Consistency — The same assessment criteria and scoring methodology are applied to
every organization.

o Executive Perspective — Assessment emphasizes strategic leadership, governance,
organizational direction, implementation, and accountability.

¢ Document-Focused — ESAF evaluates the quality of the published strategic plan, not
organizational performance or implementation outcomes.

¢ Comparative Benchmarking — Scores provide a structured basis for comparing strategic
planning maturity across organizations using a common framework.

Interpretation
Higher ESAF scores indicate stronger evidence that a strategic plan:
e articulates a clear strategic foundation;
e provides coherent organizational direction;
e demonstrates practical implementation planning; and
e communicates strategy effectively to internal and external audiences.

The ESAF is intended as a comparative benchmarking tool to support organizational learning and
continuous improvement rather than as a measure of organizational success.
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