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Helga Svendsen  0:00  
So peeps, you may remember that a month or two ago, I did an episode with Melanie Sherrin, which outlined the Australian Institute of Company Directors, Not for Profit Principles. So we did an episode which did a quick summation, I guess of each of the Principles. There's eight principles in that AICD summary. 

Outlining principle number one, purpose, vision and strategy. 

1. Principle number two roles and responsibilities. 
2. Principle number three, board composition and effectiveness. 
3. Principle number four, risk management.
4. Principle number five, performance and accountability.
5. Principle number six stakeholders.
6. Principle number seven, sustainability.
7. And Principle eight, organisational culture.

As I say we did a brief summary of each of those Principles. And part of that conversation, I said to Mel, you know what, Mel, I should do a deep dive into each of these areas because they are relevant for every board. So here I am folks doing just that. 

This is the introductory episode for our first mini series about purpose, vision and strategy. There's five episodes because this one is also an episode. So there's this episode, which is a bit of a introduction and an outline of my approach to strategic planning. 

The second episode is with Felicity Green, a board member of the Royal Children's Hospital Foundation in Victoria and WaterAid Australia. And she takes us through developing strategy.

The third episode is about implementing and monitoring strategy and that's with Denise North, who is on the boards of the INSEAD Directors Network, and her own business, Denise North consulting.

The fourth episode, Su Jella, from the Women's Tennis Foundation takes us through data and reporting against strategy. 

And finally, the fifth episode is with Andrea Fernandes, the president of YWCA Hunter, who gives us the lowdown on effectively communicating strategy. 

So five episodes all about purpose, vision and strategy. 

So with that introduction, as I say, let me take you through my strategic planning framework and some of the tools that I use when I'm working with boards, in a board workshop or a board planning Day or a board strategy day to set, review or develop their strategy. 

So the framework that I use, I'm going to map this out in the air, and hopefully I will describe it to you so you can picture it. So along the X axis, that's the bottom horizontal axis, we have time, and on the left hand side is today, and on the right hand side is somewhere off in the future. Then on that Y axis, the vertical axis is all the things we have to do or define. And at the top of that, things are sometimes a little bit abstract. And down the bottom, they are quite concrete. 

So I think of strategy, there is three chunks, I guess, to strategic planning. Up in the top right hand corner, so very future focused, and sometimes a little bit abstract. That's all about purpose. And for me, purpose is the vision statement of the organisation, it might be a purpose statement of the organisation, and it might be the values. So those sorts of really big picture, ong term thinking are often a little bit abstract. But they are the light on the hill for an organisation and they really guide the work of an organisation, often for a series of strategies, like it can be a 10 year,  20 year, 30 year, 40 year Vision for an organisation.

If I think back to my time on the YWCA board, our vision was improving the lives of women by ending inequality. Now, the YWCA when I was on the board was about 120 years old. I don't think the vision had been exactly that for all of that time, but it's probably some version of it. We weren't quite close to ending inequality yet. And I gotta say I can't wait for the day that the YWCA can shut up shop because we have ended inequality. But you can see from that, that it's very long term, ending inequality. It's a long term vision. Unfortunately, I'd like it to be more short term, but it's long term. So that is the big picture purpose. It's the vision of the organisation, the purpose statement of the organisation, the values of the organisation. Long term, slightly abstract, often stays the same strategy to strategy.

In the middle, so a little bit more concrete, a little less abstract, and a little bit more recent, I guess. So normally three to five years, here boards need to define their priorities. That is what are the chunks of work that this organisation needs to do in the next three to five years, however long your strategy might be, to achieve that vision? 

I think it's good for boards to think about this about what they are going to do, and perhaps what they are not going to do. Because strategy is always about the effective use of resources. There is no organisation I've ever worked with that has endless resources. So it's always choices being made. And that is what the board needs to help the organisation do prioritise, make their choices about the best use of time and money that they have to define those chunks of work that needs to be done over the next three to five years.

The other thing to think about when setting your priorities, so you need to set the headings, I guess, for the chunks of work that you need to do to achieve your vision over the next three to five years. You need to define an objective for each of those chunks of work. So let's say it's around service delivery, you define as specifically as you can, what it is that you need to do about that. And you need to define your measures and targets. So thinking about what is it that we would need to know as a board to have comfort to have that oversight that this is being achieved? And I always prompt boards to think about what is already being measured? And then what do you actually need to measure? What does the board need to know it's not everything that needs to be measured, it's just what does the board need to know how to make sure this objective is being achieved. And then once you know what needs to be measured, set the level of tha,t the percentage the increase the stories that need to be told, whatever it may be, you set the level that needs to be achieved, again, to give the board that assurance that it is being achieved.

The other prompt I like to give to organisations in thinking about this is what are the external facing chunks of work that need to be done to achieve whatever our vision is, and what are the internal chunks of work? So we might have externally, I don't know advocacy, or delivery of programs or delivery of services or delivery of products or whatever it may be. Internally, it might be about building culture, technology systems that support what we do, the leadership of people within the organisation and so on.

The third chunk that I prompt boards to think about, when they're thinking about strategy, it's the bottom left hand corner, so quite closer to today than the amorphous future and much more concrete. And that is the plan that supports the strategy. It's often an annual plan, or might even be less time than that, but often an annual plan that might be wrapped up into a business plan. And this is really where the executive of the organisation take this on. So they take the big picture vision that has been set by the organisation, they take the priorities that have been set by the organisation, and then turn it into a business plan.

So folks, that's the overview of the strategic planning framework, big picture, purpose, vision, values, purpose statement, in the middle, three to five chunks of work, thinking internally to the organisation and thinking externally to the organisation, what are those three to five chunks of work, define an objective for each of those and define your measures, because that will help to make those objectives as specific as you can. It will help to guide the executive what it is you are planning to do, and then hand it over to the exec to write the business plan for that organisation.

Finally, and I think I mentioned this in the objectives part in that middle section, always make sure you're thinking about the resources that you have available. There's never enough. So don't write a rolled gold plan. If you don't have rolled gold sitting around in the bank, think about what resources you have available and set your strategic priorities in line with those resources. So folks, as I say, that's the strategic planning framework.

Now, secondly, I just wanted to run through some resources or some tips and tools that I often use with organisations. So first up, if I'm running a strategic planning day, the first session is often a context session. Now on my website, you will already find some resources around this. So the SOAR strengths, opportunities, aspirations, results is one that I often use, or the PESTLE, what are the political factors, the economic factors, the social factors, technological factors, legal and regulatory and environmental factors that we might need to consider in pulling together our strategy? 

So go to my website, you can have a look at those already.

In terms of defining purpose, just a couple of the activities that I sometimes use with boards. First up, any board that I've done strategic planning with this will definitely sound familiar to you. As people come into the room. I have a whole bunch of pictures. I have them spread out on the table. And as people We'll come in and get themselves settled, I get them to choose a picture that represents the future you want to see for 'insert name of organisation'. And then we use those pictures as part of our introductions. So people would say what their name is, how come they they're how they're feeling, and that their picture and why they chose it. And if it's a picture that represents the future that they want to see, well, that really helps to guide the conversation, because that is the future they want to see for the organisation that is helping to set and design the vision for that organisation. So that's one activity that I use. 

Another activity that I sometimes use is what I call purpose, mix and match. So I get the vision statements, or the purpose statements for a range of organisations, and the names of those organisations, I stick up around the wall. And I get people to try and guess which vision statement matches which organisation. This is super helpful, because what we find is that if they're written too broadly, it's really hard to work out what that organisation is. So you need to have a bit of a level of specificity in there. Even though it is a little bit abstract sometimes, you still need to be able to connect it to what that organisation does.

And the third activity I use with organisations in establishing their purpose is just getting the board members at the board and executives that are there to first up individually think about the purpose of this organisation is to... and I get them to complete that sentence. But the trick is, I get them to complete it in six words or less. That means they have to be very pointed about what it is there's no writing long flowy paragraphs. So you individually write that, and then get them to pair up with somebody else. Compare what each person has written and agree on a statement between them six words or less, then I get a pair to pair up with another pair. And the same, here's what we've written, here's what you've written, pair up, have a look and agree on one between you. We then put the final ones up on the wall and look for commonality between it. 

So they're just a couple of activities I often use with boards in defining that big picture purpose, whether they are reviewing their vision or not, I often do the pictures activity because it is a way of connecting to the vision of the organisation. And if it's a strategic planning session, where they're not necessarily reviewing the vision, I might still get people to just have a quick chat to somebody else in the room, maybe go for a walk and talk about the vision of the organisation and what it means for them. Because you can't set the priorities unless that vision statement, that purpose statement, those values are really clear in your mind. And really kind of embedded with you. It's the light on the hill, as I say. 

So the next section, what are some of the tips and tools that I use for priorities? Again, I might get people to individually write down the three to five headings for those pieces of work that need to be done to achieve the vision, pair up with someone groups of four, and then bring them together and that you normally see some commonality in there. So that is a way of bringing together three to five headings for your priorities. Once they've got the headings, I get people to write objectives. And I'm working on a download for this on the website. So if it's something that might interest you, make sure you're on the Take on Board email list, because then I'll let you know when it's ready. So I get people to write their objectives, I provide them with some guidance around that, and make sure that they are as specific as possible. And as I said before, consider the resources you have available to you so only set an objective that is in line with the resources that are available. 

And then the third step that I get people to do or the third tool that I use is often around measures and targets. What do we currently measure? What could we measure? What will we measure? And what is the level that we are setting that at what is the target? And I'll prompt people around qualitative and quantitative measures. And again, setting measures and targets that are in line with the resources that you have. 

Thirdly, the third element, like I say, is the plan that is for the executive to do so we very rarely would do that in a strategic planning session, although I might work with the executive afterwards, or there might be a strategic planning working group of the board, but it's really sent over to the executive team to take that on and then bring it back to the board as a business plan. Hmm. Okay, folks, just before I close it out, I will also pop in the show notes, the episode that I did with Morgana, Ryan a while ago now but also about strategic planning. She has literally written the book on it. So there's two episodes with Morgana that I will link in the show notes if you're interested in strategic planning. And the other resource that you might find handy is a blog that I wrote exactly about these three P'sof strategic planning, so if it's not making sense to you to just hear it spoken, go to my website, download the Ideas to Action, three P's of strategic planning blog from May 2024. 

Hmm. So folks, hopefully that gives you some excellent food for thought. I would love to know how you do your strategic planning. I would love to know your favorite tools. I'd love to know where you're at in your strategic planning cycle and what you've used to help you define it in the best way possible. And of course, I can't resist saying if you're doing some strategic planning with your board and you need a facilitator, please feel free to get in touch. 

Okay, folks, that's it from me this week. Tune in next week for the second episode with Felicity Green about developing a strategy. And then we'll have Denise North on implementing strategy, Su Jella on reporting on strategy and Andrea Fernandes on communicating strategy. 

Once we've done the strategy series, we'll be back with a couple of other interviews and then we will leap into Principle number two, roles and responsibilities. 

Thanks, folks. Thanks as always for being part of the fabulous Take on Board community. I love your work and I look forward to hearing from you about how you're going to strategy. That's it from me.
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