
STRATEGIC 
PLANNING   

Module 5

Organisational Strengthening Training Modules



Organisational Strengthening 
Training Modules

STRATEGIC 
PLANNING  

MODULE 5 



INTRODUCTION to strategic planning training    1
 WHY TRAINING FOR STRATEGIC PLANNING?     1
 WHO IS THIS MODULE FOR?       1
 WHAT ARE THE LEARNING OUTCOMES FOR THIS MODULE?   2
 HOW IS THE MODULE STRUCTURED?      2

SECTION 1:  PURPOSE AND IMPORTANCE OF STRATEGIC PLANNING   4
 WHAT IS STRATEGIC PLANNING?      4
 WHY DO WE NEED TO DO STRATEGIC PLANNING?    6

SECTION 2: APPROACH TO STRATEGIC PLANNING     8

SECTION 3: PROCESS FOR DEVELOPING A NEW STRATEGIC PLAN   9
 STEP 1: INITIATE: “WHAT DO WE NEED TO DO?”    10
 STEP 2: INQUIRE: “WHO ARE WE AND WHERE ARE WE NOW?”   16
 STEP 3: IMAGINE: “WHERE DO WE WANT TO GO?”    27
 STEP 4: INNOVATE: “HOW DO WE GET THERE?”    33
 STEP 5: IMPLEMENT: “HOW ARE WE FOLLOWING OUR PLAN?”   42

SECTION 4: STEPS FOR REVIEWING AN EXISTING STRATEGIC PLAN   44

SECTION 5: TOOLS, TEMPLATES AND RESOURCES     48
 TOOLS AND TEMPLATES       48
 EXAMPLE WORKSHOP SESSION PLAN      50
 RESOURCES         69
 

        

© Oxfam in Vanuatu June 2016.

This module was written by Nicole Deen of Kasama Consulting, an external consultant for 
Oxfam in Vanuatu. This module is part of a series of organisational strengthening training 
modules produced by the Governance, Leadership and Accountability Program written to 
provide information, training advice and examples for civil society organisations in Vanuatu. 
This program and these modules were funded by the Australian Aid Program. Members of NGOs 
are able to reproduce this information to help strengthen their organisation but it may not be 
sold and all reproduction must acknowledge Oxfam.

For further information on the content of this module please contact the Governance, 
Leadership and Accountability Program team at Oxfam in Vanuatu. 

The information in this publication is correct at the time of going to press.

Illustrations and design by Arlene Bax.



1

INTRODUCTION TO STRATEGIC PLANNING TRAINING MODULE

WHY TRAINING FOR STRATEGIC PLANNING?

All organisations are now expected to have some form of strategic plan that 
guides the organisation and that external stakeholders can review. While 
most organisations do have some form of strategic plan, many of them end 
up on bookshelves and are rarely or never used or fully understood by the 
people that need them most – the organisation’s staff and constituents. 
Sometimes, strategic planning is done through a process including the whole 
of an organisation, in other cases, with senior management and governance 
bodies only. Too often, strategic planning is done as a ‘must-to requirement’ 
rather than a ‘want-to desire’ from the organisation. 

However strategic planning can and should be an extremely useful and 
beneficial process for an organisation, and be able to produce a useful 
and useable document at the end. This module aims to provide some 
guidance on how to approach strategic planning as a highly participatory 
process that engages a range of key stakeholders, especially staff and 
community members. It focuses on keeping people at the centre of all work 
and appreciating strengths and opportunities. This approach is particularly 
important for non-government organisations whose common goal is to 
contribute to positive short and long-term changes in the lives of people 
with whom they are working.

WHO IS THIS MODULE FOR AND HOW CAN WE USE IT?

This module is a guide specifically for small to medium non-government 
organisations who wish to develop or review their strategic plans. It can be 
used by workshop facilitators to run a strategic planning process, facilitate 
a training-of-trainers workshop with organisation staff, or by organisational 
staff to facilitate their own strategic planning process. 

The module can be used as a step-by-step process, or as separate 
components that can be adapted according to the situation, audience and 
timeframe. Each component includes:
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• a brief explanation of the step
• information required and how it can be used and 
• possible activities to generate the needed information. 

The methodology encourages active participation and contribution from 
those involved in the planning by using participatory activities to generate 
ideas. You are encouraged to refine the activities as needed so they are 
most appropriate for your context and purpose. 

WHAT ARE THE LEARNING OUTCOMES FOR THIS MODULE? 

Individuals and organisations that use this material will:
• have a clear understanding of the importance and use of strategic plans
• be confident in planning for and undertaking a strategic planning process
• clearly see the connection between the desired outcomes of their 

organisation and the strategies they are planning 
• have the skills and tools to produce a useful and useable strategic plan 

and implementation plan
• be able to facilitate a strategic plan review whenever needed.

The information in the module draws on many different sources that Oxfam 
feels reflect best practice and align with their commitment to participatory, 
empowering processes for local organisations. Organisations are also 
encouraged to conduct their own research and learn more about strategic 
planning approaches that are appropriate for their situation.

HOW IS THE MODULE STRUCTURED?

The manual will take you through an entire process of strategic planning, 
from pre-planning the process, to writing the plan, to reviewing and 
monitoring its implementation. It is divided into five sections:

Section 1: Purpose and importance of strategic planning
Section 2: Approach to strategic planning

Section 3: Process for developing a new strategic plan
• Step 1: Initiate: “What do we need to do?”
• Step 2: Inquire: “Who are we and Where are we now?”
• Step 3: Imagine: “Where do we want to go?”
• Step 4: Innovate: “How do we get there?”
• Step 5: Implement: “How are we following our plan?”
• Step 6: Improve: “How can we be more effective?”
Section 4: Steps for reviewing an existing strategic plan
Section 5: Tools, templates and resources.

Each section includes a number of different possible activities that 
could reinforce learning on a specific topic. By working through all of the 
activities in this module you should be able to create a strategic plan for an 
organisation or program.
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SECTION 1: PURPOSE AND IMPORTANCE OF STRATEGIC 
PLANNING

WHAT IS STRATEGIC PLANNING?

While there is no single definition of strategic planning, there are some 
common words that are typically used to describe it:

A simple way of looking at strategy is:

Strategic planning is a process that identifies and addresses specific issues 
for an organisation and its target groups. It looks at contextual issues, 
internal operations and external opportunities to develop relevant priorities, 
goals and strategies for the organisation to focus on. The planning process 
helps to make considered choices about what the organisation will and won’t 
do based on an understanding of:

Typically, a strategic plan is developed for 3-5 years to give some long-term 
direction to the organisation and help to coordinate diverse programs and 
activities under a common goal or purpose. It provides the organisation 
with an overall approach and high-level plan that is accompanied by a more 
detailed action or implementation plan.

Strategy

Who you are 
and where 
you’re at

Current 
environment 
and possible 

changes

Critical issues 
for target 
group/s

What brings 
about change

Honest self 
-appraisal

Where are we now?

Strategy
How do we get there?

Where do we want to 
go and why?

direction
vision

analysis
future

systematic
      priority
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WHY DO WE NEED TO DO STRATEGIC PLANNING?

Going through the process of strategic planning, especially when it is done 
with the participation of all key stakeholders, is often as more important as 
the document that is produced at the end. 

The strategic planning process:
• helps organisations to focus on the changes they hope to see in targeted 

groups and how they can contribute to those changes
• allows the organisation to be more proactive by stepping back and looking 

at the big picture 
• enables organisations to distinguish themselves from others doing similar 

work and gives others a clear idea what the organisation does
• prioritises where to focus energy and resources and maximise potential by 

identifying programs or activities to continue, start or stop
• helps encourage common understanding among and between staff, 

management, governance bodies and external stakeholders (including 
donors) by documenting the organisation’s direction and purpose

• creates a sense of ownership by those involved in developing the plan
• provides an opportunity to reflect on and learn from past experiences
• helps organisations have good governance and leadership
• assists in monitoring and evaluating the organisation’s work and changes 

to which it is contributing.

POSSIBLE ACTIVITIES 1: BENEFITS AND REASONS FOR STRATEGIC 
PLANNING

Outcome of activity: Shared understanding by participants of the 
benefits and reasons for developing and using a strategic plan

Activity 1.1
1. Ask participants to write ideas for the questions “What is strategic 

planning?” and “Why is it important and how does it help us?” and 
stick them on flip-chart paper. 

2. Group similar answers then report back to the group, then facilitate 
a group discussion. 

3. Refer back to the above content to prompt more ideas from 
participants.

OR
Activity 1.2
1. Put up the list of benefits (listed above)
2. Give participants 3 stickers and ask them to choose the top 3 

benefits or reasons why they think strategic planning is important. 
3. Reflect on which points receive the most stickers and what this 

means for the process going forward.
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SECTION 2: APPROACH TO STRATEGIC PLANNING

There are many ways to do strategic planning. It is important for a strategic 
plan to include the organisation’s vision, mission, values, goals, outcomes, 
strategies and implications for the organisation. In this module we take a 
strengths-based, participatory approach to strategic planning. This includes: 

• focusing on what’s working well, what opportunities are available and how 
to build on strengths to fulfil the organisation’s vision

• focusing on the end-goal or changes the organisation hopes to see in the 
groups they work with

• ensuring active participation of all key stakeholders in the planning 
process.

The methodology draws on various approaches to organisational 
development, program development and strategic planning; in particular, 
Appreciative Inquiry, SOAR (Strengths, Opportunities, Aspirations and Results) 
strategic planning, Outcome Mapping and Theory of Change (see Section 5, 
Tools, Templates and Resources for more information).

SECTION 3: PROCESS FOR DEVELOPING A NEW PLAN

The process for developing a strategic plan can be flexible and will depend 
on a variety of factors, such as the size of the organisation, past history 
and experiences, time and resources available, the kind of strategic plan 
already in place (or lack of) and the commitment of staff, management and 
governance bodies to the process. This module outlines a comprehensive 
process organisations can undertake completely, or adapt individual steps as 
their situation allows.

The general process includes the following steps:

Inquire
Innovate Improve

Initiate Imagine
Implement

Initiate: “What 
do we need to 

do?”

Inquire: “Who 
are we and 

Where are we 
now?”

Imagine: 
“Where do we 
want to go?”

Innovate: “How 
do we get 

there?”

Improve: “How 
can we be more 

effective?”

Implement: 
“How are we 
following our 

plan?”

• Plan for strategic planning 
process

• Conduct initial background research
• Develop/review situation analysis
• Identify strengths and values
• Identify oppurtunities

• Define vision and desired 
future situations

• Clarify and develop strategic goals, 
priority outcomes and strategies

• Define/review mission
• Define internal implications
• Draft strategic plan

• Develop implementation 
plan

• Acquire resources
• Implement the plan

• Review and 
update the 
strategy
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POSSIBLE ACTIVITIES 2: APPROACHES TO DEVELOPING A STRATEGIC PLAN 

Outcome of activity: Participants in strategic planning understand the 
benefits and challenges of strategic planning using strength-based 
approaches

Activity 2.1
Give a brief presentation on content from the two sections above. 

AND/OR
Activity 2.2
Facilitate a group discussion about the benefits and challenges of 
using strengths-based approaches.

STEP 1: INITIATE: “WHAT DO WE NEED TO DO?”

1.1 PLAN FOR STRATEGIC PLANNING PROCESS

Strategic planning requires careful preparation to ensure the process is 
thorough and involves the right people in the right way. It is important that 
the drivers of the process (usually management or governance bodies such 
as Boards) are clear about the purpose of the activity as well as how it 
will happen. The key questions that need to be discussed before strategic 
planning happens include:

• “Why?” Determine the purpose of the strategic planning process (is it to 
develop a new strategy/ review an existing strategy/ renew or revise a 
strategy that is finishing). Be clear about what the strategy will be used 
for.

• “Who?” Define who will be involved in the strategic planning process, who 
will facilitate it, who will use the strategic plan and how.

• “How?” Determine how the strategic plan will be developed (approach), 
who will be responsible for developing it and how key stakeholders will be 
involved in the process

• “When?” Decide timeframe for whole process as well as individual 
components (e.g. stakeholder consultation).

Useful information to consider in relation to these questions includes:

Why

Strategic plans are most often developed if the strategic planning timeframe 
is coming to an end or if an organisations has never developed one before. 
If your organisation feels that they are not using their current strategy or it 
does not reflect their current reality, you may wish to develop a new one that 
has greater ownership from all stakeholders.

Why?

Who?
How?

When?
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Who

It is important that different stakeholders such as your organisation’s target 
groups/partners or clients, staff, managers, governance body, donors, other 
NGOs and external stakeholders are involved in strategic planning. This 
ensures that your organisation’s work is relevant and helps it to see ‘outside 
the box’ with new ideas. Including stakeholders in the process also helps to 
foster teamwork, greater understanding and connection between groups, and 
encourages ownership and commitment to the strategy.

How

At this stage you should think about how the different groups can be involved 
in the process. For example, you could conduct individual consultations or 
invite selected members of key stakeholder groups to a larger workshop 
where ideas are shared and the core elements of the plan are decided 
collaboratively. You must decide whether the process will be led internally (by 
a staff or Board member) or externally by an independent facilitator. There 
are benefits and disadvantages of both, but having an external facilitator to 
guide some processes can lend an objective eye and bring some new ideas to 
the discussions. 

When

You will need to decide when the most appropriate time to conduct strategic 
planning is, and how long the process should take. Typically, the development 
of a new plan or revision of an existing plan would happen every 3-5 years 
but this can vary between organisations. The actual process is likely to 
happen over a few weeks or months, depending on the level of stakeholder 
involvement. Time will be needed to gather background information, draft the 
strategic plan and have it approved by the governance body (if appropriate). 
You should consider all these activities when planning the process.

Information needed

• Purpose and reasoning of 
strategic planning

• Stakeholders to involve in the 
process

• Desired strategic planning 
process

• Timeframe

How to use it for strategic planning

Share with staff, Board, external 
stakeholders (where appropriate)

List stakeholders with their role; use 
to organise consultations, invite to 
workshops etc.

Share with staff and Board; contract 
external facilitator (if needed); develop 
process approach with facilitator

Create action plan for preparing for 
and conducting the strategic planning 
process, as well as when the strategic 
plan is due.

What information do we need to gather and how will we use it?

√

√

√

√
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Strategic planning phase/activity Who should/could be involved?
Planning the process
Understanding the internal context
Developing the situation analysis
Identifying and reviewing the 
strengths and values of the 
organisation 
Identifying and reviewing the potential 
opportunities for the organisation
Developing the vision, mission and 
aspirations of the organisation
Developing the organisation’s Theory 
of Change
Prioritising outcomes and strategic 
goals
Identifying and prioritising strategies
Reviewing organisational capacity and 
resources
Identifying organisational implications
Developing the operations/
implementation plan
Developing the M&E plan

Table 1.1 Who should be involved and how?
POSSIBLE ACTIVITIES 3: QUESTIONS TO INITIATE A STRATEGIC PLANNING 
PROCESS

Outcome of activity: The purpose, participants, process and timelines 
for developing a strategic plan are clearly outlined

Activity 3.1
Presentation on the key planning questions and explanation of what 
each involves.

AND
Activity 3.2
Discussions with management using the following prompting questions:
• Why?” – Why do you want/need to do a strategic plan now? How will 

it serve or benefit the organisation? When was the last strategic 
plan done and how has it helped the organisation (or not)? How do 
you hope/plan to use the strategic plan once it is completed?

• “Who?” – Who are your key stakeholders? Who should participate 
in the strategic planning process? What are the benefits and 
challenges of involving all your key stakeholders? Who should/ could 
facilitate the process?

• “How?” – How could/would you like to run this process, i.e. as 
something that is done just by management and the Board/as a 
participatory process? What resources do you have available for 
the process? How do you feel about focusing on strengths and 
opportunities or would you prefer to spend more time looking at 
problems, weaknesses and threats? How would you like an external 
facilitator to be involved (if at all)?

• “When?” – When would be the best time to develop your strategic 
plan, do you have any deadlines you need to meet? How long would 
you like the process to take? How much time is available to meet 
with staff, Board and external stakeholders?

OR
Activity 3.3
Use the table below to guide the discussion about who to involve and 
how.
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STEP 2: INQUIRE: “WHO ARE WE AND WHERE ARE WE NOW?”

2.1 CONDUCT INTERNAL BACKGROUND RESEARCH

As part of the preparation for strategic planning, it is important to understand 
where the organisation has come from. You could do this by:
• reviewing existing documents (e.g. strategic and program plans, external 

feedback and/or reports)
• understanding past strategic planning processes
• reviewing the organisation’s work and internal functioning (e.g. through 

evaluations, project level reviews of work done, management level reviews 
of work across the organisation, input from staff)

• understanding the organisation’s current competencies, resources and 
focus.

This research should be conducted by management and/or staff and shared 
internally and with the Board prior to beginning the planning process.

POSSIBLE ACTIVITIES 4: INTERNAL BACKGROUND RESEARCH
Outcome of activity: Materials needed to review organisational 
background are identified and a process developed for these to inform 
strategic planning process

Activity 4.1
Present list of possible background research from content above and 
brainstorm/discuss types of background research that is useful to do 
for your organisation. 

AND/OR
Activity 4.2
Discussion with management about what information is available, who 
will collect it and how it will be shared within the organisation.

2.2 DEVELOP/REVIEW SITUATION ANALYSIS

You will need to gather some information about the external environment to 
ensure you are aware of opportunities and threats facing your organisation. It 
is also useful to conduct a stakeholder analysis so that you clarify who your 
intended target groups are as well as other stakeholders who are influencing 
change. 
The situation analysis could be done by a few people prior to any strategic 
planning workshops, with information presented and discussed in these 
forums. It could also be done during the group process for a higher-level view 
of the environment. 

Information needed

• Target group description

• Key stakeholders to engage with

• Current and potential partners 
and strategy to work together

• Description of external 
context relating to the 
political, economic, social and 
technological environments as 
they relate to target group/s

How to use it for strategic planning

Identify opportunities; Focus desired 
outcomes and activities; Include in 
Theory of Change; Include details in 
strategic plan

Identify opportunities; Include (where 
appropriate) in Theory of Change; 
Include details in strategic plan

Identify opportunities; Include in 
strategic plan

Identify opportunities; Include summary 
in strategic plan.

What information do we need to gather and how will we use it?

√

√

√

√
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POSSIBLE ACTIVITIES 5: SITUATIONAL ANALYSIS

Outcome of activity: Key stakeholder and external factors impacting 
organisational context are identified, discussed and documented

Activity 5.1 Stakeholder analysis
1. Discuss/brainstorm with key management/staff members all 

groups (and significant individuals if relevant) that the organisation 
is currently working with, is involved in the same sector or area of 
interest, is a potential or current target group for the organisation’s 
programs and/or who is influential in making changes with those 
groups. 

2. Group the stakeholders into categories such as:
 current target group/s
 potential target group/s
 current partners with significant influence on target group/s
 current partners with limited influence on target group/s
 other stakeholders with significant influence on target group/s
 other stakeholders with limited influence on target group/s.
3. From all the categories, identify which stakeholders should be 

consulted/included as part of the strategic planning process.

AND
Activity 5.2A External context analysis
Key management/staff can be responsible for conducting research for 
a PEST analysis. PEST stands for: P = Political; E = Economic; S = Social; 
T = Technological
1. Assign management/staff to gather information relevant to the 

organisation’s work about current issues or trends in each of 
these area (PEST) through first-hand knowledge, discussions with 
key people within and external to the organisation, reading (e.g. 
newspaper and online articles, journal articles, websites etc.). 
It should be identified as either an opportunity or threat for the 
organisation. See Section 5-Tools, Templates and Resources for 
examples of questions that could be asked of key stakeholders. 

2. Staff then summarise, present and discuss their results during a 
group workshop. 

If this kind of analysis has been done before, that information could 
be reviewed and updated. 

OR
Activity 5.2B Stakeholder analysis/Circles of influence
1. Ask the group to list all the groups the organisation could and 

should be working with. Guide the discussion with questions such 
as:

• Who are the people most affected by [key issue] where we 
work?

• Who are we currently working with?
• Who are we currently not working with?
• Apart from our target group/s, who are the other groups/

individuals we could/should be working with? Who else has 
influence over what our target group/s can or can’t do?

2. Write each idea on a sticky note (one per target group), and 
place on a ‘Circles of influence’ diagram at the front of the room. 
The inner circle should contain the target group/s, middle circle 
should be groups who have more influence and importance to 
target group/s and outer circle should have any other related 
stakeholders.

  

3. Prioritisation of groups: Group any similar target groups on the 
diagram. Ask the group to prioritise maximum 2-3 target groups 
(inner circle) and 2 key influencer groups (those in the middle 
circle) that the organisation should be working with. Narrow down 
the selection with the guiding questions:

Circle of 
influence
diagram

Indirect influence

Direct influence

You



20 21

• Looking at our strengths and past work, who is our organisation 
best placed to assist?

• Which group/s can our organisation have the most impact/make 
the most difference working with?

• Who is critical to work with to see changes for our organisation?
•  Who is no one else working with? Where can our organisation fill 

a gap?
• Who does our organisation have/will have the resources to 

assist or work with?
• Who has our organisation not been working with that has limited 

the impact of our work?

AND
Activity 5.3 External context/PEST analysis
1. In small groups, ask participants to identify threats and 

opportunities relevant for their organisation and target group for 
each area (Political, Economic, Social and Technological). 

2. Get the groups to write these on separate sticky notes, possibly 
using different coloured sticky notes for opportunities and threats 
(if available). Note that there may be some issues or trends that 
could be both an opportunity and a threat. 

3. Have each group stick up their notes under the relevant PEST 
headings on flip chart paper on the wall.

4. Cluster similar ideas and discuss with the larger group. 
5. Identify those things that are most significant and would have most 

impact on the organisation’s current and future work.

2.3 IDENTIFY STRENGTHS AND VALUES OF THE ORGANISATION – “WHAT CAN BE 
BUILT ON?”

An essential part of the strategic planning process is identifying and 
celebrating the organisation’s strengths - those things that the organisation 
is doing well, the skills that are currently present and what can be built 
on for the future. This sets a positive tone for the planning process, more 
effectively engages people in the process and provides a hopeful base to 

build new ideas on. Strengths can be gathered from key stakeholders during 
individual consultations and/or from those present during strategic planning 
workshops.

Information needed

• Organisational strengths

• Organisational values

How to use it for strategic planning

Generate new ideas for strategy; 
Include summary in strategic plan (if 
desired)

Align programs and strategies with 
values; Include in strategic plan.

What information do we need to gather and how will we use it?

√

√

POSSIBLE ACTIVITIES 6: IDENTIFYING STRENGTHS AND VALUES OF 
ORGANISATION

Outcome of Activity: External and internal feedback is gathered and 
analysed to identify the strengths and values of the organisation

Activity 6.1 Gather external feedback
Include questions about the organisation’s strengths and values 
in stakeholder consultations that take place before (and/or after) 
group workshops. See Section 5-Tools, Templates and Resources for 
examples of questions that could be asked of key stakeholders. 

AND
Activity 6.2 Gather internal feedback
During group workshops (that include a variety of stakeholders such as 
staff and management, Board members, target group representatives 
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and/or key external stakeholders), ask participants about their personal 
experiences with the organisation and what they feel the organisation’s 
strengths and core values are. This could be done by:

Appreciative interviews: 
1. Get participants into groups of 2-4. Explain the activity: one person 

is the interviewer and another is the interviewee. The interviewer 
must ask the interviewee each question (listed below) and the rest 
of the group then listens closely when the interviewee tells their 
story. 

2. After the first person has answered all 3 questions, another person 
becomes the interviewer and asks another group member the same 
questions. Repeat until everyone in the group has shared. Aim for 
10-minutes maximum per person. 

Interview questions:
• Tell me a story about your best, or most exciting experience, working 

with [organisation]. What made it special or exciting? Describe the 
experience in detail.

• How do you feel you have most contributed to [organisation]’s work?
• What do you value most/what is the best thing about 

[organisation]?
Additional prompting questions (if needed):
•  What made you most proud to be involved with [organisation]?
•  Why do you continue to support and work with [organisation]?
3.   After everyone has shared, the group brainstorms the key and/  
      or common themes that came from the stories. A scribe in each  
      group records the key points and ideas that are shared on flip-chart  
      paper.
Other prompting questions include:
• When [organisation] was working at its best, what was it doing?
•  What do people know and like [organisation] for?
•  How does [organisation] best serve [their target group]?
•  What strengths has [organisation] shown when overcoming 

challenges?
4.   Each group presents their key points to the larger group.
5.   In a large group discussion invite all participants to share what they  
      heard using questions such as:

•  What are the common strengths and values that can be seen? 
•  Which are most important to build on? 
•  What did we learn about [organisation] through this activity? 
6.    Write down responses for future use.

OR
Small group discussions:
1. Divide the large group into small groups (maximum 6 people per 

group) and ask them to brainstorm using prompting questions such 
as:

•  What are we most proud of as an organisation?
•  What do we consider are our greatest strengths? What have these 

helped us to achieve?
•  What makes us unique? How are we different from other 

organisations in our field?
•  How do our strengths help us serve our target groups and work with 

other stakeholders?
•  What do we value/feel is important as an organisation? What are we 

proud of about the way we work?
2. Ask each group to report back on their ideas to the larger group. 

Record the key ideas for everyone to see.
3. Facilitate a large group discussion about the common strengths and 

values that were shared: What did we learn? What does it mean for 
our organisation? What do we do about it now? Record key points for 
future use. 

4. Compile all feedback and confirm core strengths.

All feedback given during individual consultations must be compiled 
and can be shared during the strengths discussions in the internal 
group workshop. The facilitator should combine these external ideas 
with the strengths that were identified in the internal group workshop 
and decide with the core planning group which strengths and values to 
include in the strategic plan. 
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2.4 IDENTIFY OPPORTUNITIES FOR THE ORGANISATION – “WHAT CAN THE 
ORGANISATION DO FOR ITS CONSTITUENTS?”

Following on from the context and stakeholder analyses, you need to identify 
the key issues affecting your target groups, and how the organisation could 
address them. The focus is on highlighting opportunities that are both 
critical for target groups and align with organisation’s values and strengths. 
Opportunities can refer to:
• issues the organisation could address
• potential new target groups
• ways of working with target groups 
• partnerships with others. 

Information about opportunities can be gathered through individual 
discussions with stakeholders and/or during group processes with key 
stakeholders. Gathering a combination of external and internal perspectives 
can encourage the organisation to look ‘outside the box’ of what you are 
currently doing to get some new ideas.

Information needed

• Description of any new 
stakeholders or partners to 
engage with

• Key issues affecting target 
group/s

• Key opportunities to address in 
the strategy

• Potential geographic areas of 
work

How to use it for strategic planning

Include in Theory of Change (where 
relevant) and strategy development; 
Include description in strategic plan

Develop/ focus outcomes; Include 
description in strategic plan
 
Develop/ focus outcomes and 
strategies
 
Include in strategic plan.
.

What information do we need to gather and how will we use it?

√

√

√

√

POSSIBLE ACTIVITIES 7: IDENTIFYING ORGANISATIONAL OPPORTUNITIES
Outcome of Activity: Opportunities for future organisational directions 
and activities are identified 

Activity 7.1 Gather external feedback
Include questions about key issues affecting the target group/s 
and opportunities the organisation may take advantage of when 
conducting interviews or discussions with key stakeholders. See 
Section 5-Tools, Templates and Resources for examples of questions 
that could be asked of key stakeholders.
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AND
Activity 7.2 Gather internal feedback
1. During group workshop/s, present the summary of findings from 

the context (PEST) and stakeholder analyses
2. Conduct small or large group discussions using prompting 

questions such as:
• What are the most critical issues facing our target group/s at the 

moment? How are we currently addressing these and what are 
others doing to address them?

• What are the main opportunities and ideas shared by external 
stakeholders? How do these fit with or impact on the work we are 
currently doing?

• What are the most promising opportunities that have been 
presented and why?

• Which new or different organisations or people could we partner 
with to achieve our goals?

• What do we need to be doing to best serve our target groups?
• Where are our services most needed? Are there under-served 

areas where we could or should be working?
• How can we distinguish/differentiate ourselves from other 

organisations working with the same or similar target groups and/
or in the same areas?

• What are possible new activities or services we could try?
• What could we learn from other organisations about how we could 

work more effectively?
•  Groups may write their ideas on flip-chart paper or sticky notes 

and then report back to the larger group. 
3. Facilitate a large group discussion and review the target group/s 

the organisation wishes to work with (current and/or new) (see 
Activity 5. Situational Analysis), where the organisation should/
needs to focus its work (geographic area) key issues they 
are facing, and the most important or relevant opportunities 
the organisation would like to consider. Discuss these target 
groups, issues and opportunities in relation to the organisation’s 
identified values and strengths to ensure there is a good match 
between them and that they can be realistically addressed.

STEP 3: IMAGINE: “WHERE DO WE WANT TO GO?”

3.1 DEFINE VISION AND DESIRED FUTURE FOR THE ORGANISATION –
 “WHAT DO WE DESIRE TO BE?”

Once you have clarified whom you are going to work with, where and on what 
issues, it is time to develop or refine the vision and desired outcomes for this 
work. This can be done by:

• developing a vision that builds on the identified strengths and 
opportunities

• looking at how change does or could happen, and 
• prioritising the desired outcomes or changes to which the organisation 

hopes to contribute.

Developing a ‘Theory of Change’ – or ‘how we believe change happens’ – for 
the chosen target groups and issues your organisation will work on is a 
valuable part of strategic planning for NGOs. A Theory of Change (TOC) clearly 
defines a proposed pathway for change which enables the organisation to 
develop relevant activities that contribute to those changes. A clear TOC 
(diagram with narrative description) can benefit your organisation through:

• helping people to have a common understanding of their work and 
communicating that internally and to external stakeholders

• ensuring that you keep the end goal in sight while breaking large, long-
term changes into smaller, more manageable changes that can more 
easily be influenced by the organisation’s work

• bringing individual projects together under a common framework
• helping to decide what future projects fit 
• allowing the organisation to be more flexible in developing and reviewing 

strategies as the focus is on ultimate outcomes rather than just the 
activities the organisation is doing

To develop your TOC, you’ll first need to confirm or develop your vision and 
prioritise long-term outcomes (for your organisation and target group/s). You 
can gather ideas from external stakeholders during consultations, but should 
then confirm and elaborate on them with key internal stakeholders during 
group workshop/s.
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Information needed

• Vision statement

• Prioritised outcomes

• Theory of Change

How to use it for strategic planning

Align outcomes and strategies with 
vision; Include in strategic plan

Base Theory of Change on prioritised 
outcomes; Include in strategic plan

Develop strategies to contribute to it; 
Include description and simple diagram 
in strategic plan.

.

What information do we need to gather and how will we use it?

√

√

√

POSSIBLE ACTIVITIES 8. 
DEVELOP AN ORGANISATIONAL VISION AND THEORY OF CHANGE

Outcome of Activities: Feedback from external and internal stakeholders 
have informed the creation an organisational vision and theory of 
change 

Activity 8.1 - Gather external feedback
1. During the consultations with external stakeholders, include 

some questions on their views of where the organisation should 
be heading and what changes they would hope to see for target 
groups involved.  See Section 5-Tools, Templates and Resources for 
examples of questions that could be asked of key stakeholders.

2. Share the results of this feedback with the key stakeholder group 
during workshop/s.

AND

   

Activities 8.2 - Gather internal ideas in a workshop with internal 
stakeholders
1. Create/confirm vision for the organisation (building on strengths 

and opportunities) and for their chosen target group/s. (see 
Suggested Activities 5)

2. The vision should include specific changes for these target group/s 
that show what they would be doing differently, as well as how their 
environment would be different. The vision should also include what 
the organisation’s major contribution to those changes is. There 
are many ways of developing a vision statement, including:

 a. Create visual image
 i. In small groups, with everyone participating, ask   
  participants to create a visual image (e.g. a drawing/a   
  song/a skit/a dance) that represents their vision   
  of the future  for the chosen target group/s. Depending  
  on how many target  groups there are, you may wish to  
  assign one target group per small group, or have each   
  group represent the vision for all relevant target groups. 
 ii. When all groups have shared their visual images,   
  facilitate a group discussion and identify common and  
  key themes that were described. 
 iii. Agree on the core elements of the vision to include in the  
  strategic plan and develop a draft vision statement as a  
  group.
OR
 b. Conduct role plays
 i. Break into small groups and assign each a key target   
  group. 
 ii. Ask them to brainstorm the changes they would like to  
  see for that group in 5+ years. After they have some   
  ideas, they must produce a short role play (maximum 5  
  minutes) that shows those changes in action. Guide the  
  process using prompting questions such as:
  If [organisation] was successful in their work, what would  
  these groups ideally be doing in 5+ years?
  What changes could we see in their lives?
  What opportunities would they have that they don’t have  
  now?
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  How would they be interacting or working with others?   
  How would their relationships have changed (with family,  
  community)?
  What would the organisation like to be remembered for?

 iii. When all groups have presented their role plays,   
  facilitate a large group discussion to reflect on each   
   role play and the common or key changes they saw
   portrayed in the vision; write them up on flip-chart paper. 

 iv. Agree on the core elements of the vision to include in the  
  strategic plan and develop a draft vision statement as a  
  group.

AND
Activity 8.3 Prioritise program outcomes
1. Using the future changes presented in the visioning activity 

(Activity 8.3 and Suggested Activities 6), ask participants to 
prioritise them according to what they think the organisation 
should be focusing on for the next 3-5 years. This can be done by 
various prioritisation tools such as simply giving each participant 
stickers to place on their choice, or conducting a “pair-wise matrix 
prioritisation” activity where participants compare each potential 
outcome against each other and choose which they think is more 
important. Some prompting questions to help in this process could 
include:

•  To which outcomes can the organisation best contribute?
•  Which outcomes are more important considering the organisation’s 

vision, values and strengths?
2. Once the outcomes have been prioritised, discuss the results with 

the group and what it means for the organisation’s strategy.

AND
Activity 8.4 Define key outcomes for the organisation 
It is important to define what changes are needed internally to ensure 
the organisation is functioning at its best. These outcomes and 
changes are different from program outcomes, in that these are about 
changes within the operations and culture of the organisation, rather 
than programs with which the organisation will be involved. 

1. In small groups or one large group, ask participants to brainstorm 
what changes they would like to see within the organisation in 
terms of who is doing what differently.

2. Prioritise these outcomes (using the same method as the previous 
activity). 

AND/OR
Activity 8.5 Develop Theory of Change for organisation’s work
1. Review the target group/s the organisation is focusing on, and 

the other key stakeholders that have a strong influence (see 
Suggested Activities 5). 

2. Divide identified stakeholder groups among small groups of 
workshop participants and ask them to identify which prioritised 
outcomes relate to changes for those groups. (Note that for some 
key stakeholder groups, there may not be any outcomes that were 
previously identified).

3. Discuss the idea that change happens in steps over time and that 
small changes will combine and contribute to larger changes in 
future. Developing a Theory of Change (TOC) is about identifying 
and predicting who and what needs to change in order to achieve 
the desired outcomes.

4. Focusing on their selected groups, ask participants to identify 
behaviour changes they would expect, like and love to see in 
these groups that will contribute to their vision and prioritised 
outcomes. Emphasise that they should concentrate on DOING 
words. They write these on 3 different coloured papers (one 
change per paper, one colour for each ‘expect’, ‘like’, and ‘love’). 
Groups can work from expect to love or the opposite direction, 
but changes should be related to each other, one being the 
consequence of another. 

5. Stick the papers on the wall, with expect at the bottom and love at 
the top (or expect at the far left and love at the far right). 

6. Ask the groups to review each one’s ‘Theory of Change’ and make 
sure that the changes relate to each other and there are logical 
connections between the shorter-term changes and longer-term 
changes. 
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7. Add in additional changes where there are large gaps or ‘leaps’ 
from one change to another. The whole diagram should reflect how 
the organisation believes change happens for their target and 
stakeholder groups. 

8. This Theory of Change will need to be reviewed and refined by 
management after the workshop. See Section 5: Tools, Templates 
and Resources for more resources about developing a ToC.

STEP 4: INNOVATE: “HOW DO WE GET THERE?”

4.1 CLARIFY AND CONFIRM STRATEGIC GOALS, PRIORITY OUTCOMES AND 
STRATEGIES. 

Once the vision, outcomes and Theory of Change have been defined, you 
will need to develop strategic goals and strategies for how to reach them. 
Ideally, there should be a maximum of 4-6 strategic goals, including internal 
or operational goals with your outcomes and proposed strategies grouped 
under them. In the strategic plan you do not need to go into too much detail 
about specific activities or timelines, as these will be included in a separate 
Operational/Implementation plan. 

Information needed

• Strategic goals and 
outcomes

• Strategies 

How to use it for strategic planning

Include in strategic plan and 
operational plan

Include in strategic plan and use as 
basis for developing operational plan.

.

What information do we need to gather and how will we use it?

√

√

Love

Expect

Like
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POSSIBLE ACTIVITIES 9: CLARIFY STRATEGIC GOALS, OUTCOMES AND 
STRATEGIES IN AN INTERNAL WORKSHOP

Outcome of Activity: Internal stakeholders develop clear goals, 
outcomes and strategies to achieve the strategic vision for the 
organisations

Activity 9.1 Group outcomes and develop/refine strategic goals
1. Using outcomes developed during the Theory of Change activity, 

group together outcomes that relate to each other/have a common 
theme or connection. This could be done either in small groups or 
as a large group. 

2. Either choose a longer-term outcome that represents what all 
other outcomes are working towards, or develop a new one that will 
become the strategic goal for that area/theme. The goal should be 
specific, time-bound (include by when you would hope to see the 
change happen) and relate directly to the people the organisation 
plans to serve. 

In a group workshop setting, these goals will be in draft form which 
may then need to be reviewed and revised by management after.

AND
Activity 9.2 Develop strategies for each goal
1. In small groups, assign one strategic goal to each group and ask 

them to brainstorm what the organisation could do to contribute 
to that goal and related outcomes. Also ask the group to identify if 
the organisation needs to work with other partners/stakeholders to 
achieve the goal and outcomes. 

2. Have each small group report back to the larger group and facilitate 
a discussion about possible strategies. 

3. Ask the larger group which strategies would be most appropriate for 
the organisation to pursue and write them down. 

4. After the workshop, these strategies should be reviewed by 
management (and Board if necessary) to ensure they are relevant, 
appropriate and achievable for the organisation to pursue.

4.2 DEFINE/REVISE MISSION FOR THE ORGANISATION

Once everyone is satisfied with the strategic goals, outcomes and high-
level strategies, it is a good time to review or define the overall mission of 
the organisation. This statement describes what the organisation does, 
with whom or for whom it does it and broadly how it does it. It should 
clearly relate to the vision and answer the ‘how will we achieve the vision’ 
question. 

There are many forms of mission statements, but it is good to consider 
including:
• what the organisation is
• what it aims to do or achieve
• who the work is aimed at (target group/s) and who it is done with 

(partners/ stakeholders) 
• how it does its work (methods). 

While the mission statement is sometimes developed at the beginning of a 
strategic planning process, it is useful to review it at the end, especially if 
new ideas have emerged during the course of the process. 

Information needed

• Mission statement

How to use it for strategic planning

Include in strategic plan.

.

What information do we need to gather and how will we use it?

√
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POSSIBLE ACTIVITIES 10: DEVELOP AN ORGANISATIONAL MISSION 
STATEMENT IN AN INTERNAL WORKSHOP

Outcome of Activity: Internal participants develop a draft mission 
statement

1. In small groups, ask participants to reflect on the work they 
have been doing during the workshop to identify target groups, 
geographic area (if relevant), outcomes and strategies. Ask them 
to write a statement that includes the following:
• who the organisation is
• what they are aiming to achieve
•  who they are working for and with
•  how they are aiming to achieve their goals.

2.  Put all the statements on the wall and as a group, underline or 
highlight the key words from each.

3.  Draft a new statement that incorporates the common/important 
points. 

4.  Review this statement again with the management group after the 
workshop.

4.3 DEFINE INTERNAL IMPLICATIONS OF THE STRATEGY

Every strategy is going to have implications for how the organisation can and 
will implement it. It is critical to identify and record them in the strategic plan 
so you can develop your operational or implementation plan, and also ensure 
that the strategy is realistic for your organisation. The main implications to 
investigate are:

• Current programs: Due to changes in the strategic direction and focus of 
the organisation, current programs may continue as is, may change but 
remain in place, or may be phased out or stopped if they don’t fit with 
where the organisation is going.

• Organisational structure, staffing, capacity building: The structure of an 
organisation, whether hierarchical, team based or flat structure, can have 
a great influence on how work is divided and completed. The structure 
must fit with and support the organisation’s strategy: for example, there 
should be individuals or teams working on programs identified in the strat-
egy and there should be enough support staff to ensure functions such as 
administration and finance are covered. At the same time, current staffing 
must be reviewed to ensure there are the right skills in place to deliver the 
new strategy. You should consider how the organisation can support staff 
capacity building and learning as part of your overall strategy. 

• Resources: New or changed programs will need resources re-allocated or 
sourced so they can be implemented. Resources needed must be iden-
tified broadly to establish early whether or not proposed strategies are 
viable and realistic for the organisation and/or prompt the development of 
a specific resource development plan.

• Change management: The strategic plan is likely to contain some changes 
for the organisation, whether they are new or changed programs, differ-
ent teams or skills required, management responsibilities and so on. Many 
people can struggle with change so it is good to identify the major chang-
es the strategy is asking for and how these may affect staff and other 
stakeholders. Addressing these changes upfront is better than dealing 
with the consequences later.
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POSSIBLE ACTIVITIES 11: 
IDENTIFY AND PLAN FOR POSSIBLE ORGANISATIONAL CHANGES

Outcome of Activity: Core participants in strategic planning process 
have identified organisational and program implications of strategic 
direction and, where needed, developed a change management 
process to address these. 

Activity 11.1 Discuss program implications
1. Implications of the strategy can be discussed individually or 

in small groups with management staff (and Board members 
if appropriate). The following questions can help guide the 
discussions:
• Which of our current programs align with the strategy we have 

agreed on and which are outside it?
•  Which programs will we definitely keep and which may we need 

to drop?
•  How will our current programs need to change to fit with our 

new strategy?
•  What new programs will need to be developed? Do we have the 

skills and resources available to do this?
2.  Note down discussion points that will be needed for the strategic 

plan

AND

Activity 11.2 Define organisational structure, staffing and capacity 
building needs
1.  This can be done either in a group workshop with staff or 

individually with management. Questions to guide the discussions 
could include:
• What groups, teams or individuals do we need to achieve our 

strategic goals? Which of these do we have already and which 
would need to be created?

•  What administrative or financial support would we need?
•  Do we need to change any of our existing structures? 
•  What skills will we need to implement our proposed strategies 

and programs? Do we have these skills already in the 
organisation?

•  What new skills are needed to address proposed changes and 
improve our effectiveness?

•  How could we support staff to gain those needed skills and/or 
where can we find new staff who have those skills?

•  What other systems (e.g. information, finance systems) will be 
needed to ensure we can carry out our strategy?

Information needed

• Program implications

• Organogram and capacity 
building plan

• Resources needed

• Change management 
strategy

How to use it for strategic planning

Include in strategic plan

Include in strategic plan; include 
capacity building plan in operational 
plan

Include summary in strategic plan; use 
as basis for Resource Development 
plan (if needed)

Develop simple plan to manage 
identified changes.

What information do we need to gather and how will we use it?

√

√

√

√
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2.  Work with small groups or individuals to draft a visual diagram 
showing a proposed organisational structure that outlines the 
desired roles and/or teams and lines of responsibility. 

3.  List the skills required and plans to acquire them as well as the 
other systems that will be needed to support the organisation 
over time.

AND

Activity 11.3 Identify resources needed
1. With management (and Board if appropriate) discuss what 

additional or different resources that will be needed to implement 
the strategy. While you will likely not have any budget figures, 
identify at least which programs or people the organisation will 
need to find funding for during the strategy period along with 
possible sources of funding. The following questions may be 
discussed:
• What programs, activities and positions do we already have 

secured funding for?
• What current programs, activities and positions may we need 

new funding for in future?
•  What new programs, activities and positions will we need 

funding for?
•  What current donors will we be able to continue working with 

during this strategy period?
•  What other donors might we need to approach? 
•  Who else could we ask to assist us in seeking new funds?
•  Is the amount of funding required realistic and possible for our 

organisation? 
•  What are the other potential implications of increases in 

funding?
• If many additional resources are identified, you may wish to 

develop a separate detailed Resource Development plan.

AND

4.4 DRAFT STRATEGIC PLAN

Now that all needed information has been collected, you can now draft the 
strategic plan. There is no one right way to write or present the strategic plan; 
it will depend on how much detail is needed to clearly communicate your 
strategy internally and externally, how much information has been collected 
and what will be most useful and useable by the primary stakeholders – staff, 
management and the Board. A longer document will be needed to capture all 
relevant information that has been gathered, and the organisation may also 
consider developing a short one or two-page document that summarises the 
key messages. An example outline for the detailed document can be found in 
Section 5-Tools, Templates and Resources.

Activity 11.4 Identify possible change management processes
1. With management (and Board if appropriate), discuss how they 

think the strategy might affect current staff, Board and other key 
stakeholders. Discuss questions such as:
•  What are the biggest changes that will affect staff and Board 

in the strategy? How might they react to those changes?
•  What are the biggest changes that may affect our key 

stakeholders in the strategy? How might they react to those 
changes?

•  What information will we need to provide to our staff, Board 
and key stakeholders so they have a clear understanding of 
the strategy and its implications?

•  How can we communicate the strategy clearly to everyone?
•  How can we invite feedback, ideas and encourage people to 

share their thoughts about the strategy?
•  How can we carefully plan for the changes that need to take 

place so people know what to expect?
2.  Draft a simple change management strategy outlining how the 

organisation will address these issues if many changes are 
identified, especially those that may have a big impact on staff 
and other stakeholders.
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STEP 5: IMPLEMENT: “HOW ARE WE FOLLOWING OUR PLAN?”

5.1 DEVELOP OPERATIONAL/IMPLEMENTATION PLAN

The strategic plan is not complete until it is accompanied by an operational 
or implementation plan, also called an action plan. This plan takes the 
goals and strategies and assigns actions, responsibilities and resources 
to ensure they are implemented. While the strategic plan is developed for a 
longer timeframe (3-5 years), the operational plan is usually completed each 
year and contains detailed, month-by-month activities. The operational 
plan helps the organisation to track the progress of implementation by 
monitoring when and how activities are completed and what their outcomes 
are.

Operational plans contain detailed descriptions of:
•  the different activities that will take place in order to achieve each 

strategic goal
•  time frame for completing activities
•  the people responsible for undertaking the activities
•  the resources that will be needed to undertake them
•  indicators for monitoring and evaluating and documenting results.

The operational plan will most likely be created by management with input 
from key staff. An example template for the operational plan can be found in 
Section 5 -Tools, Templates and Resources.

5.2 MONITOR IMPLEMENTATION AND PROGRESS

To ensure the strategic plan is a living document, you should be regularly 
monitor activities in the operational plan. Management and staff should 
track progress on activities by reviewing the operational plan activities, time 
frame and indicators every 1-2 months to see if they are progressing as 
planned and/or if some adjustments have been necessary. This can assist 
management to make any required changes early and ensure that the plan is 
being used effectively. 

5.3 COMMUNICATE AND SHARE THE STRATEGY

Once the strategic and operational plans have been completed they will need 
to be reviewed and approved by the relevant body (e.g. Board of Directors). 
They will also need to be shared and discussed with all staff and relevant 
key stakeholders to ensure everyone has a common understanding of the 
strategy and what the organisation plans to do. One effective way to do this 
is to create a short 1-2 page document that outlines the key ideas from the 
longer strategic plan. This summary can include:
• Vision
• Mission
• Values
• Target groups (and key stakeholders if relevant)
• Strategic priority areas and goals
• Key strategies.

Ideally these sections should be depicted graphically to make it easy for 
people to read and understand and for the organisation to display and share. 
You may also wish to create a separate communications plan that outlines 
the key messages in the strategy, key stakeholders to share it with and 
methods of communication. This is particularly important if there are major 
changes in the strategy that would greatly affect others.
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SECTION 4: STEPS FOR REVIEWING AN EXISTING PLAN

While strategic plans are most often developed every 3-5 years, you should 
review them between that time to ensure the organisation is fulfilling its 
goals and identify if any changes to the strategy are needed. The detail of 
this process will depend how often it is done. For example, you would not 
need to review the vision, mission, values, context and long-term outcomes 
in-depth every year, but it would be worthwhile doing this in the middle of a 
five-year strategic plan. However, progress toward outcomes, strengths and 
successes should be identified every year so that changes within programs or 
overall strategies can be adjusted if required before it is too late. 
Ideally the review should be done by representatives of staff, management, 
board and wherever possible, key target groups. It could be done in a one-
day group workshop and/or a series of individual discussions with key people 
followed by writing up any revisions that were necessary to the strategy.

POSSIBLE ACTIVITIES 12: Review Strategic Plan

Outcome of Activity: An existing or new strategic plan is reviewed 
approximately every 2 years

Activity 12.1 Review vision, mission and values (once every 2 years)
1. Lead a discussion or small group work using prompting questions 

such as:
•  What is our vision? Has it changed since we developed the 

strategic plan? If so, how?
•  Have we made any progress towards seeing this vision in the 

past xx years?
•  What are the core values that inform our work? Are we keeping 

to them? If so, how can we see our values in action? Is there 
any clash or difference between our stated values and how we 
conduct our work? 

•  Does our mission statement still describe who we are, what we 
do and who we do it for and with? If not, what have been doing 
differently? Do we need to adjust our mission to reflect the reality 
of what we’re doing?

Activity 12.2 Review and update context (once every 2 years)
1.  Either in small groups or individually, read through the description of 

the context in the strategic plan and make note if the content is still 
accurate and up-to-date. 

2.  In a large group, ask participants to brainstorm any major changes in 
the internal and external environments that have occurred since the 
strategic plan was developed. 

3.  Group these into similar categories and make note of any changes 
that will significantly affect the implementation of the strategy. 

4.  Alternatively, assign an individual/s to review the context and 
present findings back to management or the group.

Activity 12.3 Review and identify key stakeholders (once every 2 years)
1. Conduct a short stakeholder analysis with a core group to identify 

the key stakeholders (target group/s, partners, other external 
stakeholders) the organisation has been working with and/or who 

What is our 
vision?

    What 
are our core 

values?

Have we made 
progress?
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have had significant influence over how the strategy is being 
implemented. Follow the same instructions as for developing the 
strategic plan. 

2.  Compare these findings with what was originally planned and 
identify where the organisation has succeeded in working with 
planned groups and where there have been any changes. 

3.  Note any major changes that have significantly affected the 
strategy implementation.

Activity 12.4 Review progress towards strategic goals/outcomes, 
identify strengths/successes and gaps (once each year)
1. Ask project managers/staff to develop a brief report that outlines 

the progress towards the strategic goals and outcomes in the 
strategic plan. This report should contain information that has 
been collected throughout the year/s according to M&E plans that 
were developed for the organisation and/or specific programs. 

2. Once this information has been shared with the group, further 
reflection questions can be asked such as:

• Are we still working towards our strategic goals and outcomes? 
What evidence do we have to show this?

• Are there any goals or outcomes that we have not made any 
progress on? If so, why not?

• Are the planned strategies we developed actually being used and 
being effective in bringing about change? If so, what has worked 
particularly well? If not, what has been challenging and what 
alternative strategies have been tried?

Activity 12.5 Decide what to keep, drop or review (once every 2 years)
1. Following a review of progress towards goals and outcomes, the 

organisation can decide what strategies or programs to keep, 
which to finish and which to review or change to be more effective. 
This process can be done in a small core group, or with individual 
discussions with management and Board (where appropriate). Core 
questions to explore in this process include:

• Are our strategic goals and outcomes still relevant for our target 
group/s and our organisation?

•  Do we need to review or change any of our strategic goals, 
outcomes or strategies due to the lessons we’ve learned so far?

•  Are there any goals or outcomes that are not relevant or needed 
anymore? What would be impact of dropping or finishing them?

•  Are there any strategies that have not been effective in 
contributing to outcomes? If so, is it possible to drop them and try 
something new?

•  Have we been able to work with all the target groups and 
stakeholders we wished to? If not, are there any we could safely 
remove from our strategy, or do we need to change our approach to 
working with them?

2. Note any major changes that will need to be made to the strategic 
plan.

Activity 12.6 Identify resources needed (once every 2 years)
If there have been any significant changes to the strategic plan, 
discuss the resourcing implications of this with management. For 
example, if some strategies or programs have been removed there may 
be less urgency in seeking funds, or if programs or strategies have 
changed then new or additional funds may be required. 

Activity 12.7 Identify any organisational implications (once every 2 
years)
As with the original development of the strategic plan, identify with 
management any impact changes to the strategy would have on the 
staffing, capacity building and other resources needed. Note these 
down.

Activity 12.8 Review/develop new implementation plan (once each 
year)
As operational/implementation plans are often only created on a 
yearly basis, it is likely you will need to create a new plan for the 
coming year. Start by reviewing the existing implementation plan to 
identify if any major activities were not completed, and then create a 
new plan based on the revisions in the strategic plan.
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SECTION 5: TOOLS, TEMPLATES AND RESOURCES

TOOLS AND TEMPLATES

EXAMPLE TWO-DAY WORKSHOP AGENDA
There is no standard way of running a strategic planning workshop. It will 
depend on how much time is available, who attends, who facilitates and 
what information is required from the group (compared to how much has 
been gathered individually). The examples below cover most of the essential 
components, which can be reduced or expanded on depending on the 
situation. In any real-life situation, these examples should be adapted and 
changed to suit your context and participants.

DAY 1

Introductions, explanation of purpose and process 10 mins

Ice breaker/team building activity 20 mins

Discussion on importance and use of strategic planning 15 mins

Strengths and values – “What’s working and what can we build on?” 1 hour

BREAK 15 mins

Presentation and discussion about context – “What’s happening in 
our surrounding environment?”

1 hour

Stakeholder analysis – “Who should we be working with?” 30 mins

BREAK 1 hour

Identify key issues and opportunities – “What should we be contribut-
ing to?”

1 hour

Define vision – “What future do we hope to see?” 1 hour

BREAK 15 mins

Define key program and organisational outcomes – “What are the 
changes we hope to see for our chosen target groups and for our 
organisation?”

1 hour

Develop Theory of Change – “How do we believe change happens over 
time?”

30 mins

Summary 15 mins

DAY 2

Review and energizer 30 mins

Develop Theory of Change continued 1 hour 
15 mins

BREAK 15 mins

Define strategic goals – “What are we working towards in the long-
term?”

45 mins

Define strategic outcomes – “What key changes do we want to track 
along the way?”

45 mins

BREAK 1 hour

Define strategies – “How will contribute to desired changes?” 1 hour

Define mission statement – “How can we communicate who we are 
and what we do?”

30 mins

Discuss program implications – “What does this mean for our existing 
programs?”

30 mins

BREAK 15 mins

Define structure and staffing implications – “Who do we need to 
implement our strategy?”

30 mins

Next steps – “What needs to happen now to implement our strate-
gy?”

30 mins

Reflection and close 30 mins
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Time Activity Details Material

20 mins Icebreaker

10 mins Introduc-
tions, 
explanation 
of purpose 
and pro-
cess

Presenta-
tion

15 mins Discussion 
on im-
portance 
and use of 
strategic 
planning

Outcome/s: Common understanding of the impor-
tance of good strategic planning; Understanding on 
strategic planning process

Outline: (Also see possible activities 1, 2, 3  in the 
Module)
1. Ask participants to share their experiences of 

strategic planning, good and bad. Write down 
key points

2. Ask participants to share why they think strate-
gic planning is important. Write down key points 

3. Share some other ideas (from training notes) 
4. Discuss approach your organisation will take to 

develop strategic plan. Show diagram of process 
“Initiate to Improve”. Explain that this workshop 
will focus on the “Inquire”, “Imagine” and “Inno-
vate” steps

5. Share agenda for the day and explain the key 
steps involved

6. Share the other work that will need to be done 
after this workshop

• Internal background research
• Context/situation analysis
• Identify any additional stakeholders to involve in 

process and conduct interviews/consultations
• Further discussions on strengths & opportuni-

ties
• Review and refinement of vision/outcomes/

strategies
• Prioritisation of outcomes and strategies
• Define internal implications of chosen strategies
• Define/refine mission statement
• Draft strategic plan
• Develop operational/implementation plan for 

Year 1
• Seek approval from Board.

Flip chart 
paper and 
markers

1 hour Strengths 
and values 
– “What’s 
working 
and what 
can we 
build on?”

Outcome/s: Shared understanding of your organisa-
tion’s strengths

Outline: (Also see possible activities 6  in the Module)
1. Conduct appreciative interviews.
1.1. Get participants into pairs. 
1.2. Explain the activity: one person is the interviewer  
       and another is the interviewee. The interviewer 
       must ask the interviewee each question (listed 
       below) and then listen closely when the 
       interviewee tells their story. They interviewer 
       should pay special attention and take notes as 
       they will need to share their partners’ stories 
       with the larger group tomorrow.
1.3. After the first person has answered all 3 
       questions, the other person becomes the 
       interviewer and asks their partner the same 
       questions. Aim for 10 minutes maximum per 
       person.  
Interview questions:
a. Tell me a story about the best thing you have 

seen or heard [your organisation] doing in the 
past 2 years. What made it so good? Describe in 
detail.

b. How do you feel you have most contributed to 
[your organisation]’s work?

c. What do you value most/ what is the best thing 
about [your organisation]

Additional prompting questions (if needed):
a. What has made you most proud to be involved 

with [your organisation]?
b. Why do you continue to support and work with 

[your organisation]?

2. In small groups, ask participants to briefly share 
their partner’s story (max 5 minutes). The group 
should note down key points from each story as 
they hear it. 

3. After everyone has shared, the group 
brainstorms the key and/or common themes that 
came from the stories. Write the key points and 
ideas that are shared on flip-chart paper. 

 Other prompting questions include:
a. When [organisation] was working at its                  

best, what was it doing?
b. What do people know and like [organisation] 

for?
c. How does [organisation] best serve [their 

target group]?

Flip chart 
paper and 
markers

EXAMPLE WORKSHOP SESSION PLAN  - Day 1
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d. What strengths has [organisation] shown 
when overcoming challenges?

4. In a large group discussion invite all participants 
to share what they heard using questions such 
as: What are the common strengths and values 
that can be seen? Which are most important to 
build on? What did we learn about [organisation] 
through this activity? Write down responses for 
future use. 

15 min Morning tea

45 mins Presenta-
tion and 
discussion 
about 
context 
– “What’s 
happening 
in our sur-
rounding 
environ-
ment?”

Outcome/s: Understanding of current situation for 
target groups and partners

Outline:
1. Ask some team members to present the sum-

mary of findings from the context (PEST) and 
stakeholder analyses (prepared in advance) (Also 
see possible activities 5  in the Module)

2. Ask the rest of the group to take notes and write 
down key points to discuss together later in the 
day.

45 mins Stakeholder 
analysis 
– “Who 
should we 
be working 
with?”

Outcome/s: Identification of key target groups your 
organisation should work with 

Outline: (Also see possible activities 5  in the Module)
1. In small groups, ask participants to brainstorm 

all the groups the organisation could and should 
be working with; write group names on sticky 
notes (one per target group). Guide the discus-
sion with questions such as:
• Who are the people most affected by [key 

issue] where we work?
• Who are we currently working with?
• Who aren’t we currently working with?
• Apart from our target group/s, who are the 

other groups/ individuals we could/should 
be working with? Who else has influence 
over what our target group/s can or can’t 
do?

2. Ask them to place sticky notes on a ‘Circles of 
influence’ diagram at the front of the room (3 
circles inside each other). The inner circle should 
contain the target group/s, middle circle should 
be groups who have more influence and impor-
tance to target group/s and outer circle should 
have any other related stakeholders. 

Sticky notes

Flip-chart 
papers and 
markers

3. Group any similar target groups on the diagram. 
Share the overall target groups, and then ask the 
group to prioritise maximum 2-3 target groups 
(inner circle) and 2 key influencer groups (those 
in the middle circle) that the organisation should 
be working with. 

4. Narrow down the selection with the guiding 
questions:
• Looking at our strengths and past work, who 

is our organisation best placed to assist?
• Which group/s can our organisation have 

the most impact/ make the most difference 
working with?

• Who is critical to work with to see changes 
for our organisation?

• Who is no one else working with? Where can 
our organisation fill a gap?

• Who does our organisation have/ will have 
the resources to assist or work with?

• Who hasn’t our organisation been working 
with that has limited the impact of our work?

1hr Lunch

15min Energiser

1 hour Identify key 
issues and 
oppor-
tunities 
– “What 
should we 
be contrib-
uting to?”

Outcome: Identification and agreement on key 
issues and opportunities to address

Outline: (Also see possible activities 7  in the Module)
1. Remind participants about the issues that were 

raised in the earlier activities and conduct small 
or large group discussions using prompting 
questions such as:
• What are the most critical issues facing our 

target group/s at the moment? How are we 
currently addressing these and what are 
others doing to address them?

• What are the main opportunities and ideas 
shared by external stakeholders? How do 
these fit with or impact on the work we are 
currently doing?

• What are the most promising opportunities 
that have been presented and why?

• Which new or different organisations or 
people could we partner with to achieve our 
goals?

• What do we need to be doing to best serve 
our target groups?

Flip-chart 
paper and 
markers
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• Where are our services most needed? Are 
there under-served areas where we could or 
should be working?

• How can we distinguish/ differentiate 
ourselves from other organisations working 
with the same or similar target groups and/
or in the same areas?

• What are possible new activities or services 
we could try?

• What could we learn from other 
organisations about how we could work 
more effectively?

2. Ask groups to write their ideas on flip-chart 
paper or sticky notes and then report back to the 
larger group. 

3. Facilitate a large group discussion and clarify 
the target group/s the organisation wishes 
to work with (current and/or new), where the 
organisation should/ needs to focus its work 
(geographic area) key issues they are facing, 
and the most important or relevant opportunities 
the organisation would like to consider. Discuss 
these target groups, issues and opportunities in
relation to the organisation’s identified values 
and strengths to ensure there is a good match 
between them and that they can be realistically 
addressed.

1 hour Define 
vision – 
“What 
future do 
we hope to 
see?”

Outcome/s: Shared vision for target groups and your 
organisation

Outline: (Also see possible activities 8  in the Module)
1. In small groups, with everyone participating, 

ask participants to create a visual image (e.g. a 
drawing/a song/a skit/a dance) that represents 
their vision of the future for the chosen 
target group/s and for your organisation. Use 
prompting questions:
• If [your organisation] was successful in their 

work, what would these groups ideally be 
doing in 5+ years?

• What changes could we see in their lives?
• What opportunities would they have that 

they don’t have now?
• How would they be interacting or working 

with others? How would their relationships 
have changed (with family, community)?

Drawing ma-
terials

Flip-chart 
paper and 
markers

• What would the organisation like to be 
remembered for?

• What strengths can we build on to create 
our vision?

2. Ask groups to share their visual image with the 
rest of the group 

3. Facilitate a group discussion and identify 
common and key themes that were described. 

4. Agree on the core elements of the vision to 
include in the strategic plan and develop a draft 
vision statement as a group. 

15 mins Afternoon tea

45 mins Define key 
program 
and organ-
isational 
outcomes 
– “What are 
the chang-
es we hope 
to see for 
our cho-
sen target 
groups 
and for our 
organisa-
tion?”

Outcome/s: Identification of key outcomes

Outline: (Also see possible activities 9  in the Module)
1. Ask the group to reflect on the visions presented 

in the last activity and the changes they saw 
portrayed. 

2. Have participants call out the key changes 
(outcomes) they saw for each target group and 
the organisation and write up.

3. Ask participants if there are any other major 
changes they would hope/ like to see and write 
these up too 

4. Give each person 6 stickers and ask them to put 
them on the 3 target group changes (outcomes) 
and 3 organisational changes they think your 
organisation should be focused on working 
towards. 

5. Once everyone has made their choice, discuss 
the results and what it means for your 
organisation in future.

Flip-chart 
paper and 
markers

Stickers
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45 mins Develop 
Theory of 
Change – 
“How do 
we believe 
change 
happens 
over time?”

Outcome/s: Development of Theory of Change for 
target groups and the organisation

Outline: (Also see possible activities 8  in the Module)
1. Discuss the idea that change happens in 

steps over time and that small changes will 
combine and contribute to larger changes in 
future. Developing a TOC is about identifying 
and predicting who and what needs to change 
in order to achieve the desired changes or 
outcomes. 

2. Divide key target groups, partners and 
organisation between small groups and ask 
participants to identify behaviour changes 
they would expect, like and love to see in these 
groups that will contribute to their vision. 
Emphasise that they should concentrate on 
DOING words. They write these on 3 different 
coloured papers (one change per paper, one 
colour for each ‘expect’, ‘like’, and ‘love’). Groups 
can work from expect to love or the opposite 
direction, but changes should be related to each 
other, one being the consequence of another. 

3. Stick the papers on the wall, with Expect at the 
bottom and Love at the top (or Expect at the far 
left and Love at the far right). 

4. Ask the groups to review each one’s ‘Theory of 
Change’ and make sure that the changes relate 
to each other and there are logical connections 
between the shorter-term changes and longer-
term changes. 

5. Add in additional changes where there are large 
gaps or ‘leaps’ from one change to another. 
The whole diagram should reflect how the 
organisation believes change happens for their 
target and stakeholder groups. 

Piles of 
coloured 
A4 paper 
cut into ¼ 
sheets

Markers

Blu-tac/ 
sticky tape

Poster 
paper

15 min Summary of 
the day

Time Activity Details Material

30 mins Review and 
energiser

1 hour 15 
mins

Develop 
Theory of 
Change 
continued

Continue working on the Theory of Change started on 
Day 1.
Fill in any gaps 

Presenta-
tion

15 mins Morning Teas

45 mins
Define 
strategic 
outcomes 
– “What key 
changes do 
we want to 
track along 
the way?”

Outcome/s: Prioritisation of outcomes

Outline: (Also see possible activities 8  in the Module)
1. Using outcomes developed during the Theory 

of Change activity, in a large group discuss 
outcomes that relate to each other/have a 
common theme or connection. Write these on 
flip-chart paper.

1.1. If there are many outcomes/themes to 
       choose from, ask participants to prioritise which 
       your organisation should focus on. This can be 
       based on strengths, values, key issues for 
       youth, opportunities and/or resources 
2. Either choose a longer-term outcome that 

represents what all other outcomes are working 
towards, or develop a new one that will become 
the overall outcome for that target group or 
theme. 

Flip chart 
paper and 
markers

45 mins Define stra-
tegic goals 
– “What are 
we working 
towards in 
the long-
term?”

Outcome: Drafting of strategic goals 

Outline: (Also see possible activities 9  in the Module)
1. Divide into small groups and give each group 

one or more long-term outcomes
2. For each outcome, ask each group to develop 

a strategic goal for that area/theme. The goal 
should be specific, time-bound (include by when 
you would hope to see the change happen) and 
relate directly to what your organisation plans to 
do to achieve the related outcome. 

3. Have groups share their goals with the larger 
group and discuss

4. Discuss and review goals.

Paper and 
pens

Flip-chart 
papers and 
markers

1 hour Lunch

DAY 2
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15 mins Energiser

1 hour Define 
strategies 
– “How will 
contribute 
to desired 
changes?”

Outcome/s: Development of draft strategies

Outline: (Also see possible activities 9  in the Module)
1. Develop strategies for each goal
2. In small groups, assign strategic goals and 

outcomes to each group and ask them to 
brainstorm what the organisation could do to 
contribute to that goal and related outcomes. 
Also ask the group to identify if the organisation 
needs to work with other partners/ stakeholders 
to achieve the goal and outcomes. 

3. Have each small group report back to the larger 
group and facilitate a discussion about possible 
strategies

4. Ask the larger group which strategies would be 
most appropriate for the organisation to pursue 
and write them down.

Flip-chart 
paper and 
markers

30 mins Define 
mission 
statement 
– “How can 
we commu-
nicate who 
we are and 
what we 
do?”

Outcome: Development of draft mission statement

Outline: (Also see possible activities 10  in the 
Module)
1. In small groups, ask participants to reflect 

on the work they have been doing during the 
workshop to identify target groups, geographic 
area (if relevant), outcomes and strategies. Ask 
them to write a statement that includes the 
following:
• who the organisation is
• what they are aiming to achieve
• who they are working for and with
• how they are aiming to achieve their goals.

2. Put all the statements on the wall and as a 
group, underline or highlight the key words from 
each.

3. Draft a new statement that incorporates the 
common/ important points. 

4. Review this statement again with the 
management group after the workshop.

Flip-chart 
paper and 
markers

30 mins Discuss 
program 
impli-
cations 
– “What 
does this 
mean for 
our existing 
programs?”

Outcome: Identification of major program 
implications

Outline: (Also see possible activities 11  in the 
Module)
1. In small groups, ask participants to discuss 

program implications. The following questions 
can help guide the discussions:
• Which of our current programs align with the 

strategy we’ve agreed on?
• Which of our current programs are outside 

our new strategy?
• Which programs will we definitely keep?
• Which programs may we need to drop?
• How will our current programs need to 

change to fit with our new strategy?
• What new programs will need to be 

developed? Do we have the skills and 
resources available to do this?

2. Ask groups to share their ideas with the larger 
group and note down discussion points that will 
be needed for the strategic plan

Flip-chart 
paper and 
markers

15 mins Afternoon tea

30 mins Define 
structure 
and staff-
ing impli-
cations 
– “Who do 
we need to 
implement 
our strate-
gy?”

Outcome: Identification of organisational structure, 
staffing and capacity building needs

Outline: (Also see possible activities 11  in the 
Module)
1. In small groups, ask participants to brainstorm 

what staff needs would be required to deliver 
the strategy. Give each group a topic/s: 
Organisational structure; Administrative and 
financial support; Staff capacity

2. Use the following prompting questions and ask 
participants to write down their ideas on flip-
chart paper:

2.1. Organisational structure
• What groups, teams or individuals do we 

need to achieve our strategic goals? Which 
of these do we have already and which 
would need to be created?

• Do we need to change any of our existing 
structures? 

• What would an ideal organisational structure 
look like?
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2.2.  Administrative and financial support
• What administrative or financial support 

would we need in our organisation?
• What other systems (e.g. information, 

finance systems) will be needed to ensure 
we can carry out our strategy?

2.3.Staff capacity
• What skills will we need to implement 

our proposed strategies and programs? 
Do we have these skills already in the 
organisation?

• What new skills are needed to address 
proposed changes and improve our 
effectiveness?

• How could we support staff to gain those 
needed skills and/or where can we find new 
staff who have those skills?

3. Have all groups share their ideas and discuss.

30 mins Next steps 
– “What 
needs to 
happen 
now to 
implement 
our strate-
gy?”

Outcome/s: Understanding of next steps

Outline:
1. Review the workshop’s activities and how far 

we’ve come
2. Review the strategic planning process and 

identify which steps still need to be completed/ 
added to and/or reviewed

3. Discuss timeframe and responsibilities for 
progressing the rest of the plan development.

30 mins Reflection 
and close

EXAMPLE STAKEHOLDER QUESTIONS

These questions could be used as a guide or prompt to develop organisation-
specific questions for consultations with external stakeholders. They could 
also be used for one-on-one interviews with staff before group workshops.

What is working for [organisation]? (Organisation strengths)
1. What is the best thing about [organisation]? What is the most important 

role they play for [their target group]? Give specific examples of what you’ve 
seen.

2. What positive changes for people [in target group] have you seen 
[organisation] contributing to?

3. Additional prompting questions (if needed):
 a. Why do you continue to support and work with [organisation]?

Who should [organisation] work with? (Target groups)
4. Who are the people most affected by [key issue/s] in [target area]?
5. Which groups does your organisation work with?
6. Who do you see [organisation] currently working with?
7. Who are the other groups/individuals could/should [organisation] be 

working with? Who else has influence over what [target group] can or can’t 
do?

What do we want to see for [target group] in [target area]? (Vision)
8. What is your vision for [target group] in [target area]?

a. What would people ideally be doing in 5-10 years?
b. What changes would you see in their lives? 
c. What opportunities would they have that they don’t have now?
d. How would they be interacting or working with others? How would their 
relationships have changed (with family, community)?

What is still needed? What is possible now? (Opportunities)
9. What is your (and other) organisation already doing to work towards this 

vision?
10.  Where is the biggest gap in services for [target group]?
11.  What opportunities do you see there are for [target group] organisations 

in Vanuatu? (i.e. partnerships, funding, increased support/interest from 
public)
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How can [organisation] best contribute? What can they do? (Aspirations) 
12. What role do you think [organisation] could/ should play for [target group] 

in Vanuatu?
13. What could [organisation] do better or differently to improve their work?
14.  How could [organisation]’s work complement other organisations’ work? 
15. What partnerships could be created between organisations such as yours?

EXAMPLE THEORY OF CHANGE

A Theory of Change (TOC) should show the pathway of change for the 
organisation and its target group/s both in a diagram and explained in a 
narrative description. They can be depicted in many different ways according 
to what makes sense for the organisation and what is clear for people to 
understand. More resources on developing a Theory of Change can be found 
in Section 5 –Tools, Templates and  Resources.

One example of a simple TOC diagram is:

Strategies
SHORT-Term
Outcomes

Long-Term
Outcomes

Conduct 
training

Provide 
mentoring and 

coaching

Provide 
financial 

resources

Organisation 
management 
have confidence 
and experience 
managing staff

Organisation 
management 
have skills in 
HR, program 
management 
and financial 
management

Organisations 
have developed 
new program 
proposals

Organisations 
have started 
new programs

Organisation 
staff are well 
supported by 
management

Organisations are 
managing their 
programs and 
finances well

More community 
groups are 
involved in 

organisations’ 
programs
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EXAMPLE STRATEGIC PLAN OUTLINE (DETAILED)

As with the strategic planning process and workshop agenda, there is no 
single way to write a strategic plan. Below is an example of the major things 
to consider including, but it will largely depend on the information that has 
been collected, the chosen focus of the organisation, who it is written for 
and any guidelines provided by an external body (e.g. head office of the 
organisation, donor etc.).

Summary

Background
• Brief organisational history
• Key supporters and funders
• Achievements to date

Organisational identity
• Vision
• Values
• Mission
• Target groups and key stakeholders
• Summary of Theory of Change

Strategy process
• Brief description of how strategy was created
• Summary of external and internal context
• Summary of major strengths and opportunities
• Key issues affecting target group/s

Strategic priorities
• Strategic goals, outcomes and strategies

Implications for the strategy
• Implications for current programs
• Implications for organisation
• Implications for resources and funding
• Implications for change management.

The narrative description for this TOC diagram might be:
In order to influence positive changes in local NGOs, [Organisation] will 
conduct three major activities to support them: conduct trainings that focus 
on human resources, program management and financial management; 
provide one-on-one mentoring and coaching to organisation leaders in these 
areas; and provide small grants to the NGOs to start new programs. Provided 
these activities are tailored and relevant to each organisation, [Organisation] 
anticipates that local NGOs’ management will increase their skills, confidence 
and experience in these areas, which will also contribute to the development 
and implementation of new programs. Once the NGOs’ management is more 
skilled and experienced, [Organisation] hopes to see these local organisations 
functioning more effectively by ensuring staff are well supported in their roles 
and managing their programs and finances appropriately. In the long-term, 
it is also hoped that there is greater involvement of communities in local 
organisations’ work thanks to increased program management skills. 
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EXAMPLE OPERATIONAL PLAN PROCESS AND TEMPLATE

In individual discussions with Management (and staff where appropriate) 
undertake the following steps:

Step 1: List activities for each strategic goal
1. Review each strategic goal, outcomes and high-level strategies and write 

down what the organisation is currently doing to work towards them (for 
existing programs). For each goal, then write down the (additional or new) 
key activities that would be needed to work towards them for the next 
year

2. Prioritise activities where necessary according to what would be most 
effective, what has worked well before, what the organisation has the 
capacity to implement etc. and write these in the operational plan 
template

Step 2: Assign time frame for each activity
1. Looking at each activity, think about when would be realistic to complete 

it, considering all the activities that are planned for the year
2. Create a draft timeline of all activities for that strategic goal for the year 

and re-assess the activities and the planned time frame to ensure it is 
feasible

3. Confirm the planned time for each activity and write in the operational 
plan template

Step 3: Assign people responsible
1. For each activity or set of activities, think about who will be responsible 

for implementing them. This may be an existing staff position and/or or a 
new one that needs to be created. 

2. Write the position name (rather than a person’s name) responsible next 
to each activity in the operational plan template

Step 4: Identify resources
1. For each activity or set of activities, think about what resources would be 

needed to implement them. These could be human resources (in addition 
to the person/s responsible for implementing them), logistics (transport, 
communication etc.), materials (e.g. office equipment, construction 
materials, IT etc.) and financial resources (existing/new/additional 
funding).

2. Where possible, estimate the needed financial resources that will be 
needed for each activity so this can be transferred to a separate budget

3. Confirm the needed resources for each activity and write in the 
operational plan template

Step 5: Develop indicators
1. For each major activity or set of activities, think about how to measure 

their progress and success. What would it look like if this activity/ies were 
completed, how would we know? For example, if the activities are about 
creating training modules, the indicator might be ‘Number and type of 
training modules completed’

2. Assign indicators only to the most important activities or those most 
critical to the success of the strategy. Too many indicators may be 
overwhelming and prevent people from collecting information about any of 
them.

3. Confirm the indicators and write them in the operational plan template
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RESOURCES 

The author is very grateful for the use of the following resources to develop this 
training module and recommends that in order to gain more in-depth knowledge 
in the following areas users look at the following resources:

Strategic planning
Shapiro, J (CIVICUS). Strategic planning toolkit. See http://www.civicus.org/new/
media/Strategic Planning.pdf

Shapiro, J (CIVICUS). Overview of planning. See http://www.civicus.org/new/me-
dia/Overview of Planning.pdf

Pathfinder International. Series 1, Module 1: Strategic planning. See http://
www.pathfinder.org/publications-tools/pdfs/Strengthening-You-Organiza-
tion-A-Series-of-Modules-and-Reference-Materials-for-NGO-and-CBO-Manag-
ers-and-Policy-Makers-Strategic-Planning.pdf

James, R (INTRAC). How to do strategic planning: A guide for small and diaspora 
NGOs. See www.intrac.org/data/.../Strategic-Planning-A-PLP-Toolkit-INTRAC.pdf

Operational planning 
WWF. Resources for Implementing the WWF Project & Programme Standards: 
Step 2.3 Design Operational Plan. See http://www.panda.org/.../2_3_operation-
al_plan
Operational plan sample. See http://www.leoisaac.com/operations/top026.htm

SOAR (Strengths Opportunities Aspirations and Risks)
Stavros, J.M and Hinrichs, G (2009). The thin book of SOAR: Building Strengths-
based Strategy. Thin Book Publishing Co. USA.
See www.soar-strategy.com 

Appreciative Inquiry
See www.appreciativeinquiry.case.edu

Activities Person/s 
responsible

Timeframe / 
Date to start 
and complete

Resources 
needed

M&E 
indicators

Strategic goal 1:
1.  
2.  
3. 
4.
5. 
Strategic goal 2:
1.  
2.  
3. 
4.
5.
Strategic goal 3:
1.  
2.  
3. 
4.
5.

OPERATIONAL PLAN
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This module was written by Nicole Deen of Kasama Consulting, an external 
consultant for Oxfam in Vanuatu. This module is part of a series of 
organisational strengthening training modules produced by the Governance, 
Leadership and Accountability Program written to provide information, training 
advice and examples for civil society organisations in Vanuatu. This program 
and these modules were funded by the Australian Aid Program. Members 
of NGOs are able to reproduce this information to help strengthen their 
organisation but it may not be sold and all reproduction must acknowledge 
Oxfam.

For further information on the content of this module please contact the 
Governance, Leadership and Accountability Program team at Oxfam in Vanuatu. 

Illustrations and design by Arlene Bax.

The information in this publication is correct at the time of going to press.

Published by Oxfam in Vanuatu.

Oxfam
Oxfam is an international confederation of 18 organisations networked 
together in more than 90 countries, as part of a global movement for change, 
to build a future free from the injustice of poverty. For further information visit 
www.oxfam.org

Theory of Change
Anderson, A.A Ph.D. Theory of Change as a tool for strategic planning: A report 
on early experiences. See http://www.wallacefoundation.org/knowledge-cen-
ter/advancing-philanthropy/Documents/Theory-of-Change-Tool-for-Strate-
gic-Planning-Report-on-Early-Experiences.pdf 

International Network on Strategic Philanthropy. Theory of Change Tool Manual. 
See http://www.dochas.ie/Shared/Files/4/Theory_of_Change_Tool_Manual.
pdf 

James, C. (INTRAC) Theory of Change: A guide for small and diaspora NGOs. See 
http://www.intrac.org/data/files/resources/782/Theory-of-change_A-Guide-
for-Small-and-Diaspora-NGOs.pdf 

Outcome Mapping
See www.outcomemapping.ca 




