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1. Overview
This resource is a tool for strategic planning and operational planning. It outlines how organisations can approach strategic and operational planning through a clear step by step process. There is a list of additional readings with web-links which may provide additional information or alternative planning tools in section 10.  
2. What is the Function of a Strategic Plan?
2.1. The function of a strategic plan is to clarify the overall purpose and desired results of an organisation and how those results will be achieved in a given timeframe. A strategic plan should outline a consensus on the following areas:
2.1.1. Review of current situation: What is working well in the organisation? What are the current challenges?
2.1.2. Vision / Targets for the organisation:  What are the goals or objectives of the organisation?  This should be practical but with clear space for organisational vision.
2.1.3. Implementation Plan:  How is the organisation going to achieve it’s vision / target over the duration of the Strategic Plan?
3. Factors to Consider in Planning for Strategic Planning
3.1. How long does it take to develop a Strategic Plan?
3.1.1. Strategic planning includes a number of phases; 1) Agree a planning approach 2) consultation and research 3) group sessions for review and planning 4), agreement of actions, editing and review, and final ratification.

3.1.2. Organisations will normally allow between half a day and two days for group planning.  A number of days of consultation and preparation before group planning days, and a number of days after it will also be required to develop and finalise the strategy.
3.1.3. Organisations may also need to factor in additional time if a broader process of consultation will be used, for example through the use of community surveys or other focus groups.
3.1.4. Development time for a strategic plan is also impacted by other factors such as when the last plan and review of the mission statement was done, if there have been significant changes in environment, sector or service itself, and whether there is difference in levels of knowledge of participants, or divergence of views within the group.
3.1.5. There is an example of a process on page 5 which outlines a strategic plan development over a one day period. This one day plan does not include the necessary consultation with relevant stakeholders which is needed to inform the development of the planning day, or the follow on needed after planning days. 
3.1.6. There is not only one way to use this tool; services may undertake their strategic planning in a day or over a period of many weeks.  
3.2. External or Internal Facilitation?
3.2.1. Internal Facilitator

3.2.1.1. Suitable for smaller organisations / where additional resources are not available.
3.2.1.2. Generally undertaken by senior managers. Care should be taken to ensure that all opinions and views have a chance to be heard and that the process is clear and transparent so that all stakeholders feel involved.
3.2.2. External Facilitator
3.2.2.1. Suitable for larger organisations or organisations where additional resources may be available
3.2.2.2. It is important to have a planning meeting to agree / discuss: 
3.2.2.2.1. The model used and the process of consultation.
3.2.2.2.2. Agendas for any planning days.
3.2.2.2.3. How the work will be presented back to the organisation, including any raw data, i.e. survey results, minutes from stakeholder meetings.  If you have found a strategic plan of another organisation that has the format and level of detail you require, share this with your facilitator as this will provide a clear goal for the work. 

3.2.2.3. It will also be important to ensure the facilitator has adequate background knowledge of the service and sector.  
3.2.2.4. Before hiring a consultant consider putting an ‘external service provider policy in place’.

4. The Strategic Planning Process
4.1. Preparation
As with many projects, success will be closely related to the quality of the planning. It is recommended that all aspects of the plan be agreed, time-framed and a lead person assigned before the process begins. While staff may undertake a significant amount of the work, strategic planning is one of the most important roles of the board of management and they should be involved in developing the plan and should sign off on it.

4.1.1. Involvement of the Board of Management  
The board is generally involved in participating in at least one facilitated session, although it is not necessary that all staff members participate in all sessions. There may be a staff session, with the board then reviewing and approving the outcomes from that session. Another option is for a sub group of the board to drive or feed into the process.  Sign off on the plan should involve all board members in an informed discussion.
4.1.2. Engaging Staff
Involvement of staff is important as it is they who will be undertaking the work and who are by definition closest to the on the ground work of the service. Staff may be included in any number of the following ways:
· Anonymous surveys

· Facilitated sessions / Participating in working groups with a specific task 
· Reviewing the plan in draft form

· Providing written submissions or feedback

4.1.3. Engaging Service Users

Service users are generally regarded as the main and most important stakeholder, therefore, it is important to include their views in the process, and this can be done through the following mechanisms:

· Focus groups / discussion with service users forums

· Themed Interviews

· Participation in facilitated sessions

· Anonymous survey
4.1.4. Engaging External Stakeholder s
It can be very useful to engage other stakeholders in the process. Common groups will be funders, partner organisations and the local community (i.e. families, community groups, community reps, sample population). These may be conducted through;
· Anonymous Surveys: online (www.surveymonkey.com etc) or paper based surveys 
· Phone interviews with key stakeholders
· Forums or think-in sessions with stakeholders
· Community needs assessments, which may involve research
4.2. Preparing information 

It is useful to make information on the local and national environment available to those developing the strategic plan. Generally a summary report or presentation will most effective in presenting the main points the group.

- National and local strategies

- Previously identified needs in relation to skills audits / internal capacity

- Outcomes data

- Cost per unit analysis

- External evaluations of the service  

Table outlining Example Strategic Planning Process
	Steps
	Resources available


	1. Agreeing the planning approach
- A clear plan for the strategy should be developed and agreed by the Board of Management.  

	- A planning tool is appendixed 



	2. Stakeholder consultation and background research
- Outline the process and expected outcomes to staff: ensure they are aware of how their role and that of the board of management interact.
- Plan  a consultation process that matches your needs and resources:
1)  Agree stakeholders to involve, i.e. funders, local community, service users, and partner and referral organisations.
2)  Plan what you want to ask each stakeholder group. If there are specific challenges, questions or opportunities that you will be discussing as part of the strategic plan then consider asking questions to elicit stakeholder views on these issues. It is also important to include open questions so that general feedback and new ideas can be collected.

3) An online survey, a focus group, phone interviews or 1-2-1 meetings are all methods that can be used. Different target groups may be best reached by different methods. 
- Undertake a review of any literature that describes changes in the general environment, think about national strategies and development plans. Draw together a short document or presentation that will present the highlights to all involved in the strategic planning process.

	www.surveymonkey.com is useful as it is a free tool for undertaking small online surveys and analysing data.

	3. Group session - reviewing the current situation

-  Present summary findings of stakeholder consultation and background research

- Undertake a review of the current situation: what are the successes and challenges? (SWOT, PEST). 

	- Stakeholder findings
- Background research 
- SWOT analysis  
- PEST analysis  


	4. Group session - Review mission statement and aims

Revisit the mission, aims and values of the organisation - are these still accurate, do they reflect the current and future work of the organisation, can they be made more concise?


	

	5. Group session - Clarify objectives

Strategic planning has a visionary component, but care should also be taken to ensure that all objectives are Specific, Measurable, Agreed, Realistic and Timed. At this stage organisations also have to review whether their available resources are sufficient to match their objectives.  Ask the questions;  
- Are we better to focus on all the areas we would like to or to focus on fewer areas and do these to the highest standard possible?  
- Are we able to access additional resources, and what’s the plan B if we do not?
Check to ensure that all the objectives are consistent with the organisation’s mission statement.
Check to see that the objectives are reflective of issues that have arisen in the SWOT and PEST analysis.


	See example strategic plans listed in this policy to get a sense of the level of detail required in objections and actions.
See the language builder in the Telling your Story guide on the drugs.ie website to assist is writing good concise objectives.

	6. Group Session - Agree actions

Develop actions under each objective that describe specific projects that will contribute to the overall objective being met. It may be useful to look at other strategic plans to get a sense of the how detailed actions and objectives should be. Actions should detail discrete pieces of work.

	Telling Your Story (see PRI website) provides a number of tools for developing outputs, outcomes, and subsequent indicators. 



	7.  Board level - Ratification of the Strategic Plan

Once drafted the strategic plan may be edited by a specific sub group of the organisation, this can be useful to ensure that language is as clear and succinct as possible.

Once fully drafted the plan goes to the Board of Management for approval. The strategic plan should be available to all stakeholders and for optimum transparency should be put on the service website.

	

	8. Implementation plan

Once a strategic plan has been developed then individual teams or managers should devise implementation plans for areas under their remit.

	


5. Making it Happen – Aligning the Organisation to the Strategic Plan
5.1. Monitor implementation plan and do a strategic review every 6-12 months with the board or sub-group of same

5.2. Ongoing monitoring of the strategic plan throughout the year is critical to ensure that targets are on track and that any obstacles are being overcome. Methods for monitoring include:
· Ensuring that individual work plans and job descriptions reflect the strategic plan.
· Monitoring and ongoing reporting: reporting on achievement of goals can be done through staff supervision, in staff meetings, management meetings, and preferably a combination of these. The manager should ensure that all staff members are aware of what requirements in relation to reporting.
· Evaluation: to be completed on all aspects of the plan at the end of its term.
6. Definitions and Glossary
6.1. Mission Statement: this is the statement of purpose of the organisation. It outlines what the organisation is working towards and why it exists, and it provides the organisation with a sense of common purpose. The organisation shouldn’t be engaged in activities that are not consistent with its mission statement, so it is important that mission statements are clear and well thought through.
6.2. Aims:  the aims follow on from the mission statement. They are general statements of what the organisation hopes to achieve. While aims may be broad, it is important that they are both achievable as well as being aspirational. 
6.3. Objective: an objective is an aim or goal intended to be attained. They are specific statements of the outcomes the organisation plans to achieve. There may be a number of objectives for each aim. Whereas aims are general and broad, it is important that objectives are specific, measurable, attainable/agreed, realistic, and timely (SMART).
6.4. Action: the task that needs to be taken to achieve the objective. This is generally broken down into more specific tasks with clear roles, responsibilities and resources allocated.
6.5. Output: the product delivered or the unit of service provided, usually described numerically, such as the number of sessions or activities. 
6.6. Outcome: changes sought in the knowledge, attitude, behaviour, skills, motivation, or other characteristics of a specific individual or groups; benefits for participants during or after their involvement in a programme.  
6.7. Indicators: the specific, measurable information that will be collected to track the success of an outcome.  Also called KPI’s. Other commonly used terms for this are ‘measures’ or ‘evidence’
7. Example Strategic Plans

The following strategic plans are able to be found easily in a google search and show the variety of ways a plan can be presented.  It is important to note that these examples are all very large organisations. The size of a plan should reflect the size of the service to some degree, services with less programmes are likely to have plans with less objectives and actions. Also, strategies do not need to be professionally designed.  A clear agreed plan is important for all sized organisations.
7.1. Peter McVerry Trust: ‘Opening doors for homeless people, 2011- 2015 ’ – www.pmvtrust.ie
7.2. Ana Liffey: Strategic Plan 2012- 2014 – www.aldp.ie

7.3. Depaul Ireland: Why not? Strategic plan 2009 - 2013 - www.depaulireland.org

8. Additional Reading and Resources

· ‘Strategic Planning’, by Jane Clark - a brief and simple Irish guide to strategic planning. http://www.combatpoverty.ie/publications/catalogue.html
· Strategic planning overview:  http://en.wikipedia.org/wiki/Strategic_planning  
· Vision Framework, Jim Collins http://www.jimcollins.com/tools/vision-framework.pdf
· Using the Balanced Scorecard as a Strategic Management System, Harvard Business Review Article: http://hbr.org/2007/07/using-the-balanced-scorecard-as-a-strategic-management-system/ar/1
· Proven Models – an online resource outlining some commonly used management models: http://www.provenmodels.com/
Strategic Planning Template 










(copy sheets as required)
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 SWOT Analysis (strengths, weaknesses, opportunities, threats)

A SWOT analysis is most frequently used to analyse the current situation of the service, or work done during the previous strategic plan. However, it can be used as a way of analysing the current and future environment that the project is working within. Key, forward focused questions are:
Strengths:

What do we do well as an organisation? 
What do our stakeholders see as our strengths? 
How can we use our strengths most effectively / are any of these untapped?

Weaknesses

What could we improve? 
What should we avoid? 
What do our stakeholders see as our weaknesses? 
How can any weaknesses be responded to?
Opportunities

What may be opportunities for growth and change within the sector?

How can emerging opportunities be capitalised upon?
Threats

What obstacles do we face? 
Do reductions in funding threaten the organisation? 
How can we protect ourselves against potential threats?
PEST Analysis
A PEST analysis may be used to provide prompts to explore the external environment. This requires a service to review emerging trends in relation to their area of work under the following headings:

· Political - Relates to the pressures and opportunities brought by changes of the government and public attitudes toward the sector, changes in political institutions and the direction of political processes, legal issues, and the overall regulatory climate.

· Economic - Refers to a society's economic structures and such variables as the nation's economic policies and performance, funding etc. 

· Social - Refers to cultural attitudes, ethical beliefs, shared values, level of differentiation in lifestyle, demographics, education levels, etc. 

· Technological (think about models and evidence bases for practice) - Refers to changes in technology that can alter the organisation's position or expectations of what can be achieved by the organisation.
Scenario Planning
This is a useful resource if there are a number of uncontrollable scenarios facing the organisation. The organisation addresses a ‘what if’ process. It involves looking into the future, anticipating possible events, scenarios or changes and analysing what will happen to the organisation as a result of those things happening. Scenario planning can be a good strategy for managing the uncontrollable, resulting in the development of a number of strategic plans contingent upon particular circumstances.
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