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Strategic Planning

The organisation has a strategic plan that is current, relevant and prepared with input from all key stakeholders, staff, management, committee, members and community leaders.

What is it?
Strategic planning is deciding which road your organisation wants to go down.  
	If you don’t plan your organisation’s destiny and direction, over time the organisation will stagnate and lose relevance to the people it serves.
	Strategic planning increases the organisation’s understanding of the changing context or environment in which it is operating.
	Strategic planning usually provides your organisation with its medium to long term direction (usually for the next 3 or 4 years).  It concentrates on the big picture issues of the organisation, stating its overall purpose and goals it wants to achieve and the strategies to achieve those goals.

	Good strategic planning can:

- 	contribute to a greater sense of purpose and accountability within your organisation
- 	identify your strengths and weaknesses and uncover any opportunities and threats
- 	ensure all stakeholders (management committee, employees, clients, funding agencies and general public) understand the purpose and future direction of the organisation and
- 	provide broad guidelines for decision making.
	There is no “one size fits all” for strategic planning. Depending on the size of your organisation, strategic planning can be anything from a fairly simple process to a large complex process. There are, however, some basic guidelines to improve your chances of a successful strategic planning process.  

A strategic plan (the end result of the strategic planning process) usually includes the development of the organisation’s vision, mission statement, goals and strategies it wants to achieve. When developing your strategic plan, ensure it is clear and able to be understood by all members of your organisation, funding bodies and the broader community. 
	Strategic planning is really about changing attitudes and group action. The goals you set are meant to motivate everyone in your organisation, to see everyone’s efforts channelled in the same direction with the same broad results in mind.


Developing the Strategic Plan
You will need to have at least one workshop to develop your Strategic Plan and someone to drive the process. This person is called a facilitator.  A facilitator is a person who has experience or training in running work groups. He or she guides the planning process. Good facilitators ensure the will of the group is expressed without influencing the group. They establish the ground rules and keep the participants on track.  
	Your facilitator could be:
(1)  	an outside specialist facilitator or 
(2) 	a member of the management committee or
(3) 	a member of the community who has experience in facilitating groups.

	It’s usually better to use a facilitator who is not too close to the organisation.  They are more likely to be impartial. Using an internal facilitator means that the person cannot really have input into the strategic planning process (or they may end up having too much input!!!).  
	It is very important the facilitator is trusted by the group. Each participant must feel comfortable to express their opinions. The most successful strategic plans are those where all participants feel they have fully participated in the planning sessions.  
	A good place to start looking for a facilitator is to contact people from other similar organisations that have developed strategic plans. When you have some names, contact the facilitators and ask them for examples of when they have facilitated strategic planning, preferably with Indigenous organisations. Also ask for names of people who can confirm that the facilitator has done a good job. If possible have representatives from your organisation meet with the facilitator to get a feel for the facilitator. Picking a good facilitator is the first step in successful strategic planning.
	After choosing a facilitator, the organisation should start to consider the following components that make up a Strategic Plan.


What is a mission statement?
A mission statement briefly outlines the organisation's purpose.  
	This is a broad, general statement that usually does not change from year to year and covers:
	why the organisation exists and its values
	the context or environment in which the organisation operates
the values and expectations of the organisation’s clients and key stakeholders and 
	your unique purpose that sets your organisation apart. 
	The mission statement provides the answer to the question: "What business are you in?"


Use the following questions as a guide to creating your mission statement:

The purpose of the organisation - What is our purpose for existing?
The business of the organisation - What are the needs of the community? Who do we provide services to? Who is our target group? What services do we provide? 
	If, at this stage, you receive some sort of consensus, stop. If not, select a number of active members to discuss the subject. Ask them to read the comments that people sent in, and note the results of the vote. 
	The facilitator (preferably neutral or external to the organisation), guides the group to come to a consensus. This same group should then work out the vision and goals. 
	Use your mission statement. Send it out, stick it up, and talk about it. 


Common mistakes made when creating a mission statement 
	A mission statement should not be considered a “tick and flick” exercise. It is a valuable process to embark on as an organisation. Allow adequate time to produce a mission statement. 
	If your organisation's mission statement is written for the sole purpose of looking or sounding good, it won’t provide clear directions or meaning to the employees, community and stakeholders.    


Tips
Keep your mission statement short and simple. 
	It must be realistic and achievable. 
Include your mission statement in promotional leaflets, funding applications, etc. 
Investigate if other organisations have a similar mission to your organisation and encourage collaboration to achieve your mission together.
	The organisation should operate according to the mission statement. All decisions and activities carried out should be based on it. 

Some examples of mission statements are:

Wal-Meta - The Aboriginal and Torres Strait Islander Public Sector Employment Development Unit
To improve the employment rate of Aboriginal and Torres Strait Islander people in the Queensland Public Sector.

The Aboriginal and Islander Community Health Service
To raise the health status of Aboriginal and Torres Strait Islander peoples to that of the wider community by providing holistic health care to the community which includes physical, emotional, spiritual and mental health provision for family and community.

To provide primary health care services that are both culturally appropriate and accessible to Aboriginal and Torres Strait Islander communities.

	For other examples, refer to Examples of Mission Statements.


Developing a vision statement
What is a vision statement?
Some strategic plans include a statement about their vision.  
	A vision statement is a brief statement about what you would want to achieve in the very long term in a perfect world if everything goes exactly as you wish.

Examples of vision statements include:

Queensland Department of Communities 
Strong communities where all people are safe, valued and empowered, wherever they live, whatever their circumstances.

Central Queensland University (CQU) Indigenous Learning, Spirituality and Research Centre 
Nullo Yumbah will be nationally and internationally recognised for its innovative and creative approaches to Indigenous academic vitality, as expressed through its teaching, learning and spirituality modules, courses, programs, activities and the quality personalised services offered to CQU students.

	For other examples refer to Examples of Vision Statements. 



Setting goals
How to set goals?
Now that you have completed your mission and vision statements, it’s time to set the organisation’s goals.  Goals (or aims) are the broad outcomes that your organisation is committed to achieve.
	There are some general guidelines that will assist you in setting and mentoring organisational goals.
	Make sure that your goals are closely tied to your mission statement. 
	Goals describe the broad concerns and strategic direction for the organisation; they are not a comprehensive listing of everything an organisation does on a day-to-day basis. 
	Goals communicate your organisation’s intentions to people both inside and outside your organisation.
	Goals are challenging but realistic and achievable. They reflect positive change and do not limit flexibility and creativity.
	Although goals are often for the lifetime of the plan, (3 to 4 years) you still need to develop a procedure to monitor goals and revise or rework them if the circumstances change.
	Goals have some degree of measurability. It is possible to gauge, in a general sense, whether or not progress toward their achievement is being made.
	Goals should be written in a way so they are easily understood.



Some examples of organisational goals:
	Service Delivery - to provide quality services to Aboriginal and Torres Strait Islander families that have been affected by family or domestic violence.
	Management - to provide staff and key stakeholders with an effective and efficient management processes.


	Refer to the Examples of Goals for other goals that may be relevant for your organisation.



Developing strategies
What are strategies?
Strategies are descriptions of how the organisation can meet the goals identified by the organisation.
	So what are the strategies that the organisation is going to use to meet the organisation’s goals. As these are more specific than goals, it is easier to develop strategies (sometimes called programs, activities or actions) to achieve them. Make sure these strategies are realistic and measurable.  


Do we have the resources (personnel, physical facilities, training, equipment, funding, etc.) required to do this activity? If not, can we scale back activities to match available funding or can we source additional funding?

An example of strategies to meet the goals identified earlier could include:

Goal - Service Delivery - to provide quality services to Aboriginal and Torres Strait Islander families affected by family or domestic violence.

Strategies for service delivery goal could include:
	safe house accessible 24 hours a day
	community awareness activities including talks at schools, posters and special activities during Family Violence prevention Week
	perpetrator programs, including group counselling sessions.


Goal - Management - to provide staff and key stakeholders with an effective and efficient management processes.

Strategies for the management goal could include:
	public advertisements of annual general meetings and monthly committee meetings

Management Committee training session on financial management, roles and responsibilities and corporate governance responsibilities. 


Ensuring your Strategic Plan works
Do not confuse vision, mission, goals and strategies. Ensure that everyone involved with developing the Strategic Plan clearly understands the differences. 
The Strategic Plan can be published as a booklet or a poster. This can then be used by the members of the organisation to follow the mission, goals, and strategies proposed by the organisation in the Strategic Plan.
	Make sure there is ownership of the process by the participants and that the strategic plan is reviewed on an annual basis.

At the end your workshop(s) and completion of your Strategic Plan, you will have done a lot of thinking about where your organisation is heading. You will have a blueprint (booklet or poster) on how to get where you want to go. It is now time to implement of the plan, because without this stage all your good work will have been wasted.
	The organisations are littered with strategic plans that have become no more than “dust collectors”.  Your Strategic Plan could be used to prop up that shaky desk leg or be a dynamic guide for your organisation’s way forward, embraced by both staff and the Management Committee.

	How this Strategic Plan will be implemented will require the development of an operational or action plan. Refer to Operational Planning Topic Guide. 

The Operational Plan will state who is going to do what, when, how and why to achieve the strategic direction set out in the strategic plan by the management committee. 



Related Documents
Operational Planning Topic Guide
Strategic Plan (Template)
Operational Plan (Template)
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Websites used for examples of Mission Statements and Goals 
Ernabella Arts  from Powerhouse Museum website http://www.phm.gov.au/hsc/paperbark/contemporary.htm

Wal-Meta The Aboriginal and Torres Strait Islander Public Sector Employment Development Unit
http://www.wal-meta.qld.gov.au/aboutus/mission_statement.htm
Victorian Aboriginal Child Care Agency   http://hnb.dhs.vic.gov.au/commcare/ccdnav.nsf/LinkView/C5CA088D53476AE3CA256CB50011081FF44B3AD3CE5984B94A256D3C00370976
The Aboriginal & Islander Community Health Service
http://www.aichs.org.au/

Batchelor Institute for Indigenous Tertiary Education -http://www.batchelor.edu.au/public/documents.html


