Strategic planning


Activity  AUTONUM : What is strategy
?

The concept of strategy comes from military science. Strategy is the art of winning wars. In organisations we are not in the business of winning wars, but strategy is just as important. It is about winning in the work we do. It is about organisational success.

Strategy is the "how" in an organisation. It is the way in which the organisation decides to achieve its mission.

The following example helps to clarify what we are talking about when we discuss strategy. Many organisations work in the AIDS sector. In general their mission is to help overcome the effects of AIDS, but they use many different strategies.

For Example: 

· Education strategies which may target school kids, or men or sex workers, and teach them about safe sex and ways of avoiding getting or transmitting HIV/AIDS 

· Research strategies aimed at finding a cure for HIV/AIDS, or at finding medicines which help people with HIV/AIDS live long and healthy lives

· Public awareness strategies aimed at encouraging people to be more tolerant of those who have HIV/AIDS

· Lobbying strategies aimed at policy makers: e.g. making sure insurance companies and medical aids will cover people with HIV/AIDS; or making sure that education departments allow kids with HIV/AIDS to attend schools; or making sure that the state hospitals provide treatment for AIDS

· Care giving strategies: running houses which provide nursing and counselling for terminally ill AIDS patients, or running homes and finding foster parents for AIDS orphans, and infants born with AIDS

As you can see, there are many different strategies which people concerned about AIDS may choose to focus on. They are all worthwhile, but most organisations can only focus on one or two aspects of HIV/AIDS. 

Organisations can focus on more than one strategy, but it is important to focus. If you try to do too much, you will not do anything properly. 

Discussion point

What kind of strategies do different radio stations adopt? (Think about Yfm, SAfm, regional radio stations, and community radio stations.) These stations will differ in terms of the music they play and in terms of the way they cover their costs and earn money. 



















What are the strategies adopted by your radio station? 











Activity  AUTONUM How do we know the "right" strategy for our organisation to focus on?
Discuss in small groups: 

How would you know whether a strategy was right for your radio station?

If you were having an argument about whether your station should do something or not (e.g. run a different kind of programme, or start accepting advertising, or whatever), what criteria would you use to make the decision? 

























Choosing the right strategy: 

When we are confronted by choices about what strategy to chose, it is often tempting to follow the strategy that we are personally interested in. However, personal interest is not the best way to make this kind of choice!

There are a number of things that we need to consider, such as: 

1 Who do we want to serve and what are their needs?

2 Does the strategy fit with our mission and values?

3 Will the strategy help us to achieve what is important to us?(e.g. uplifting the community, or making a profit)

4 Does the strategy build on what we are good at? Will we need to develop new skills?

5 What's happening in the environment in which we work? E.g. community dynamics? Funding? Government regulations? etc.

6 Who else is doing the same kind of work as us? What kind of work is no one doing? 

The answers to questions like these help us to clarify which strategy is the right one for us. 

Strategic planning is the process we use, to work out the strategies we will use, and our plans for implementing them. 

Activity  AUTONUM What is Strategic Planning?

Strategic planning is often seen as something we do once every year or two, at a strategic planning workshop. However, strategic planning more than that workshop. 


Ongoing process


Thinking strategically is an ongoing way of thinking about an organisation in a proactive way - not something that you can do just once every two or three years


Long range view  



Strategic thinking makes us stop thinking only of short term crises and forces us to ask: Where is the organisation going in the next 3 to 5 years?


Focus on the context 

 

Thinking strategically means that we cannot just think about our organisation in isolation. We need to take into account the reality that the organisation is not a closed system. What is going on "out there" affects us. Strategic planning starts with a special focus on our stakeholders and their needs.


Strategic (rather than tactical) approach.


Short term-solutions and decisions about the quickest and cheapest way to do something are about 'tactics'. Strategy is about developing a coherent approach to the work we do. It is based on a thorough understanding of the causes, consequences and cures for the problems facing us; in contrast to reacting in an ad hoc way to a series of crises or challenges.

Strategy process 
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Stage  AUTONUM : 

Revisiting the mission

Most organisations have a mission statement, which spells out what their purpose is. The mission statement usually has a statement of your vision of the kind of world (or sector) you would like to see, as well as a statement that describes the role that your organisation will carry out. 

It is useful to visit your mission statement and to ask yourself: Does this mission still make sense? Have things changed so much that we must change our mission? Is this mission still relevant? Are we sticking to this mission?

When you revisit your mission, you also remind yourself of the values and principles on which you base your work. Revisiting your mission is a time for re-committing yourself. 
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Stage  AUTONUM : 

Analysis of the internal, organisational environment: 

The SWOT analysis

To start off you have to analyse your organisation and the environment you work in.  The SWOT analysis is a useful model for doing this: The S, W, refers to the organisation, while the O and T, refers to the environment. 


SWOT ANALYSIS
Organisational Strengths
Organisational Weaknesses

External Opportunities
External 

Threats

In stage 2, the focus is internal, on the organisation's strengths and weaknesses.

Use this table to summarise what the organisation's streangths and weaknesses are. Look at aspects such as:

· Is there a clear focus?

· Quality of the work (Good standard? On time? Popular with the target group?)

· Financial security?

· Are your people professional? Committed? Hard-working? Motivated? Well -trained? Good at their job?

· Relations with the community

· Relations with donors

· Ability to network with others in your sector

Organisational STRENGTHS
Organisational WEAKNESSES 


































Initially you will have a long list of strengths and weaknesses. You will need to narrow this list down: try to identify the 5 most important strengths, and the 5 most crucial weaknesses, that are crucial for the success of your organisation.

Looking at your Strengths and Weaknesses can be done in different ways:


•
A historical review of your organisation where you look at the different phases of the organisation's history. Look at the founding period: who started the organisation, why and how: the major crises and turning points in the organisation's history. This method is especially useful to bring new people into the process; also useful to give a long-term perspective.


•
Review what the organisation is doing currently, staffing, finances, plans for the future.
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Stage  AUTONUM : 

Analysis of the External, organisational environment: 

SWOT analysis

In this part of the SWOT analysis, you focus on the O and T: The Opportunities and Threats. This focus looks at the external environment. 

You analyse the environment to identify the opportunities or threats facing you.  (Some people prefer to use the work `challenge' rather than `threats').  


SWOT ANALYSIS
Organisational Strengths
Organisational Weaknesses

External Opportunities
External 

Threats

Some things you can do include:


•
A stakeholder analysis - 



To do this identify all your stakeholders (the organisations and individuals who have an interest in your work.) Stakeholders can be those who wish to support you, those who compete with you, and those who may wish to undermine you. 



Once you have listed all your stakeholders, you need to identify the most important stakeholders - friendly and other. 



Then you need to answer questions like: 

· What are their objectives in relation to us (e.g. Do they want us to succeed? To fail? To work with us?  ) 

· What are our objectives towards them (e.g. we want them to give us money, we want to learn from them, etc) 

· What do they need from us? What do we need from them

· In what way are they a threat or an opportunity?

· You need to decide who you will collaborate with, compete with or confront


•
What have been the significant events that have impacted on the work you do?  What has changed because of these events?  How has this affected your work? (Remember to think internationally as well as nationally).

To conclude your SWOT analysis: 


Identify the opportunities that arise from the analysis and look at how you can use those opportunities to further your aims.


Identify the threats that face you and ask yourselves: how can we turn these threats into opportunities?  How can we neutralise threats that we can't turn around?
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Stage  AUTONUM : 

Identifying key strategic issues

In the SWOT analysis, you identified your internal Strengths and Weaknesses, and your Opportunities and Threats that exist in the environment. In all probability, you will have a long list of issues in your SWOT analysis.

Before you are ready to start choosing strategies, you will need to do some prioritising. In this stage, you will prioritise the key strategic issues. These are the issues which are so important that if you don't respond to them, your organisation may fail or collapse. 

You will find that people have different ideas about what the key issues are. Let each person, or team in the organisation present their perception of the critical issues. In their presentation, they must explain to the rest of the organisation, why they believe the issues they select are critical. At the end of this discussion, you may have reached consensus, or you may need to have a further discussion and perhaps even a 'voting' process.

The key strategic issues are the ones that you will have to solve, to be able to succeed.
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Stage  AUTONUM : 

Choosing Strategies

In this stage you use the analysis you have done, to help you to choose the appropriate strategy for your organisation.

There are different ways to do this:

1. Scenarios approach: You work out a number of options and then develop scenarios that describe what it will be like, if you chose one option, or another. (e.g. if we decide to become an entertainment station: then we would ….   , ). 

In the scenarios approach, you usually explore two or three options, and work out the possible consequences of each option. 

This approach takes a lot of work, you would normally give different groups a different scenario to develop. A group should ideally have time to do research about the costs and benefits of their option. In a workshop, you would need to give groups at least two or three hours to think about all the details. Then they would present it to the whole organisation. 

2. Critical Issues approach - this approach deals with the major critical issues that you identified in the previous stage, in logical orders and work out strategies to deal with them. 

3. Voting with criteria - in this approach, you work out a list of criteria that a strategy must meet, and then you assess the possible strategies against these criteria. 

Examples of criteria are:

· The strategy must be affordable

· The strategy must involve the community

· The strategy must promote development

· The strategy must encourage the participation of women

· The strategy must be sustainable without outside funding

When you vote, you give each strategy a mark from 1 to 5 on each criterion. 1 means that the strategy does not meet the criterion, while 5 means that it meets it perfectly. The strategies with the highest marks are the ones that you should choose.

4. Testing the alternative - For each alternative you go through the following steps: 

1. Prepare all possible arguments to explain why this is the best alternative. Identify all the positive aspects of this choice - look for political, social, economic and organisational justifications.

2. Identify the conditions under which this alternative would succeed. Work out how you could make those conditions happen. 

3. Identify all possible problems with this alternative, and how you would overcome them. 

5. Goal Setting approach - work out where you want to be in 5 years time and then set goals and specific objectives to get there.

6. Testing Assumptions: For each alternative ask: what conditions are we assuming will exist, that will make this alternative possible?

For example: if the strategy in the AIDS example is to run education programmes in schools, the following assumptions have to be met:

· Schools will agree to include the programmes

· Parents will accept ‘sex education ‘ in schools

· Teachers will be able to run the programmes - which assumes that we will be able to train all the teachers who will run the programme

· Teaching materials will be available for all schools - which assumes that we have the skills to develop such materials. 

There are two kinds of assumptions: killer assumptions will kill the strategy if they are not fulfilled , while less lethal assumptions can be planned around.

On the following page there is a basic decision model to help you to assess the assumptions: 

A model for testing assumptions

Is the assumption important
no
  don't worry 

   about it

          

          yes




How likely is it that it will occur?
almost certain



               not

  monitor to 

  make sure 

problems don’t 

       arise

           likely 

quite 

likely






Can project strategy be redesigned to make it unimportant?
no
  Killer 

assumption -

     STOP 






           yes





          Redesign 

      strategy to influence  

       assumption or make 

           it superfluous.



Force Field Analysis : A planning tool

Aim:

To assess how workable an idea is and to identify forces you could draw on to help and those which will be barriers if not dealt with.

Method:

 Describe the strategy in a few words, and place the description in the middle of a piece of flip chart paper




On the Contributing  Forces side, list all the factors which will contribute to the success of the strategy. 

On the Restraining Forces side, list all the factors which will work against the success of the strategy.

Each force gets one arrow.

Rate each force on a five point scale, with 1 meaning a weak or unimportant force and 5 meaning a strong force. Each rating must be justified. The discussion about why you gave that rating is more important than the rating itself.

Write the ratings on the arrows on the chart. Most times the restraining forces add up to more than the contributing  forces. That is normal.

Discuss: How could we strengthen the contributing forces? How could we weaken the restraining forces? Although it is tempting to focus on the retaining forces, it can be a mistake in that it could generate more resistance, or reaction. 

Decision rules: 

If there are too many restraining forces that are ‘5s’ and too few contributing forces that are ‘5s’ then this is probably not a good strategy. 

If there are strong restraining forces are outside of your control - then this is also not a good strategy.
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Stage  AUTONUM (1): 

Objectives

In this stage, you set strategic objectives which will state what the organisation wants to achieve.  Strategic objectives are long term (3 - 5 years ahead). They are responses to the key strategic issues you have identified.

Ask yourself:

7. What are the overall objectives to do with achieving our mission (these would be about the product or services you offer)?

8. What are the objectives to do with the way we run our organisation (e.g. putting in place systems and procedures, changing the way we plan and evaluate our work etc)?

What are the objectives to do with the way we promote our organisation?  


Remember that good objectives must be 



Activity  AUTONUM  Are these SMART objectives?

Look at these objectives and discuss whether you think they are SMART or not. Explain why, and say how you would improve the objectives that are not SMART.

1. To deliver water to 1 million people

2. To deliver an excellent radio service in our area.

3. To do capacity building workshops for women.

4. To conduct a survey in the Tsolo area to find out what the needs are.  The survey will cover 20 communities and be done in the first three months of the year 2000.

5. To distribute reading materials for Grade 1 to 3s in 50 schools, in the Eastern district of Mpumalanga, by March 1999.

6. In the first year, ALP will start literacy courses in 6 communities.  There will be at least 1 group of 12 learners in each community.

7. To conduct a 3-week training programme, for 6 people - one from each community - who will learn how to co-ordinate the groups.
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Stage 5(2): 

Planning

In this stage your aim is to turn the talking and thinking you have done, into concrete plans that can be implemented and monitored.

Some of the things that you may need to do planning around include:

Operational Plans

· What new `products or services' do you need to develop?  Which existing services will you keep offering - what changes are necessary?  Which will you drop - how? How will you tell your clients?  What new programmes do you need to develop?  Work out who will do what, and when. Develop schedules and budgets to support these plans.

Staffing plans - 

· What new staff do you need to recruit? What training will you need to do? Are retrenchments necessary? How will this happen and by when?

Management plans: 

· Are new approaches necessary?  How will changes be implemented?  What are the implication for your Management Board -  do you need a plan to revitalise your board?

· What new policies and procedures need to be developed or reworked? 

Financial plan 

· Develop budgets.  Think about what new facilities and equipment will be needed - will you get it all at once? or phase it in?  

· Work out a fundraising plan - how will you tell your funders about your plans?

· Work out strategies to earn some money. Develop a marketing strategy.

Implementation plan - 

· Work out who (individuals or departments) will do what, by when.  Be sure to allow time for the in between steps. 

Back-up plan.

· Work out what could go wrong: then trace back what the possible causes of that could be, and then work out how you can preempt that cause now.

· Work out what you will do, to save the plans, if things do go wrong at each stage. 

Monitoring plans.

· How will you monitor progress?  How will you collect information to keep track of what is going on and whether you are running into trouble?

Planning tool 1 

Objective

To develop a training curriculum for Station Managers of Community Radio Stations. 



Sub-Objectives

1  Conduct a needs analysis among radio stations that have been on-air for one year or less, to determine the training needs of Station Managers

2 Develop and pilot a training curriculum covering the three main areas of managemnet: strategy and planning, managing people (includes teams) and managing finances and fund-raising

3 Produce a manual 
Indicators of Success

1  30% of such stations have been surveyed, 10 % of the station managers have been personally interviewed

2 Pilot the course with 10 Station Managers from  community radio stations

3 Manual has notes for facilitators, as well as handouts for participants. Should be useable by trainers who want to replicate the training programme, or adapt it for their own purposes. 



Action Steps
Review Date
Due Date
Responsibility

Needs Analysis

1 Develop questionnaire and  interview schedule

2 Send out questionnaire

3 Interview 10 radio station managers

4 Consolidate findings

Develop training material

1 …

2 …

Run Pilot training course

                                                                         etc

Jan 1998

31 Jan 1998

By 15 Feb 1998

28 Feb


BP

A note about monitoring plans


Throughout the process of planning, and particularly when you are setting objectives, you need to ask yourselves:  How will we know whether we have had an impact?


Part of your planning process is working out your impact indicators which need to be both qualitative and quantitative.


Simple examples of quantitative indicators are  statistics like:



how many people were trained;



how many people were served;



measures of impact on your beneficiary base [decreases in infant mortality in the area; or increase in literacy rate in an area]



testing of people before and after an intervention [like a course].


Examples of qualitative indicators are:


case examples;



outside observer - who observe the trainees before and after the course



self evaluation of trainees - how they feel about their ability to carry out their tasks



feedback from other development workers in an area.


When you have worked out your impact indicators, you need to work out what information you will need to collect throughout the year, and how you will get that information in order to verify your impact. 


In planning the collection of information you need to worry about:



How can we make sure the information we get is comprehensive enough, without being too overwhelming?



How can we collect it in a systematic way, without placing a burden on our workers?


At this point, you may want to design information systems like:


Simple reporting formats, that your staff will be asked to use when they do their regular reports; or 


A basic form that has to be filled in by each department, and then consolidated by a regional coordinator etc.


You also need to plan 



How you will use the information and 



Who you will give the information to (eg decision makers on your staff, and those on your board and funders).


Ask yourselves how much detail they will want, or be able to deal with.  Don't forget that all of us are flooded by information all day, and that as busy people, we really appreciate well-selected, short but clear briefing documents.


Work out a process, at this stage, to make sure that you will be able to produce the kind of reports that will be most useful to different levels of decision makers. 

Activity  AUTONUM  Planning to plan

As you can imagine, it is not possible to just jump into a strategic planning process: you need to plan to plan.

In your organisation, how would you plan to plan?  
· 
How would you get everyone on board?  

· 
Who would you involve in the different stages of the strategic planning process?  

· 
Would you want to use a consultant or facilitator? Why?  

· 
What kind of schedule would you work to?  

· 
How would you go about it all?

Role 


Purpose


Mandates 








Mission











Planning 


what, who, when how











Generating 


and 


appraising 


alternative 


strategies











Agreement on 


key strategic 


issues





Analysis of 


internal,


organisational 


environment





SWOT analysis





Analysis of 


external 


environment








SWOT analysis
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Specific: 	so anyone who reads your objectives knows exactly what you meant		


Measurable:  	so that you can measure whether you have succeeded or failed. To make objectives measureable, include criteria to do with


			quality			quantity 


			time 			cost


Achievable 	by anyone, given the context you are working in


Realistic 	for your organisation given the resources you have. 





		Remember to take your SWOT analysis into account, and anticipate barriers and obstacles.


Time bound	Good objectives always have a time limit, or another definition of timing (e.g. how frequently something will happen).
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Contributing						Restraining


 Forces							 Forces











Train 


teachers 


to 


run


c programmes on 


AIDS











� Dictionary Definition?


Strategy n. (pl. -ies) 1 long-term plan or policy (economic strategy). 2 art of war. 3 art of moving troops, ships, aircraft, etc. into favourable positions. 
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