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expectation can be one of an organisation's most
powerful management tools, as well as a powerful
marketing message.

Exactly what is a vision statement and what is a
mission statement is a vexed question that often
derails organisations during their planning sessions.
The difference is often explained as 'vision is where we
want to be', 'mission describes where we are today'.
However, in the context of the planning process, it is
irrelevant whether the statement is called a vision or a
mission statement.

If a corporate has
a current vision or
mission statement,
conduct the
following exercise.
Take each ofthe
substantive words in
the statement, and
ask three questions ofit:
. What is the corporate actually doing to ensure that

the intent behind this word/concept is embedded in
all its programs and services? After all, the board
has agreed that the vision/mission statement
embodies the guiding principles behind all the
corporate stands for

. How are all new or proposed programs filtered
through the statement to ensure that the intent of
the vision/mission statement is structured into the
program?

. Are the board and staff able to express the key
concepts and intent behind the vision/mission
statement? The exact words are not important, but
the intent is crucial.t

TOOI 2: GREATING
The nature ofnot-
for-profit
organisations has
meant that they
typically have to
hold themselves
more accountable
than their corporate
counterparts. The
volunteer nature of
their boards has meant that board members have been
most interested in being efficient, effective and
accountable. After all, they donate their time and don't
want it wasted on meaningless activity or rubber-
stamping projects. This has led to the creation of
strategic boards.

This increased awareness of accountability has led
to a number of worthwhile practices that corporates
could emulate.

Not-for-profit boards are typically made up of
non-executive directors, chosen either for their
representation of a certain sector, or their possession of

WINTER / SPRING 2OO3

same values as the
organisation and will
protect those values,
even against a
strong-willed CEO.
While this can be a
continual source of
annoyance for the
CEO, it does protect

the organisation from staff who might wish to take it
in a direction at odds with the board's wishes.'

The agenda for board meetings often reflects
the strategic plan, which, in turn, reflects the core
purpose of the organisation. This is because the NFP is
typically focused on its core purpose. The board
members are therefore focused on those key activities
they have already agreed are the most important
things to the organisation. Most corporates, on the
other hand, have very operational agendas that reflect
how well particular projects or divisions are going,
rather than their contribution to the achievement of
the strategic plan.

A STRATEGIC BOARD

skills necessary to move the organisation forward. A
mixture of representation and skills-based board
members is most common. The practice of board
succession planning is taken seriously, with board
skills analysis providing key planning guidelines for
the board, and allowing the board to focus on
extracting the most value from its members.

Not-for-profit boards are focused on public
and member accountatrility, and typically reflect
this by providing annual reports that provide

appropriate details

Aslt what is the corpora,te actually doing to ;:;ff:ffi:ftffi;*
ensure that the intent behind its uision or strategic plan

mission statement is embed.d.ed. in au its il".i,x'iuTiff"llii;.
prosranls and, seruices. i""Ttixri:ilu

the strategic plan.
One of the best examples of this is the Epilepsy
Association Australia's annual report, which covers
areas under headings such as: what we are; what we
do; key influences this year; key strategies planned for
this year, achieved this year or planned for next year;
outlook and issues; performance targets for next two
years, why they were selected, progress in achieving
them, and benchmark comparisons.' Other
accountability measures include board appraisal
systems that allow it to reflect upon its own
performance in light of the strategic plan and other
agreed measures.s

Not-for-profit organisations are skilled at
ensuring that the CEO is accountable to the
board. The CEO's performance is typically reviewed
at Ieast annually, if not biannually. Directors of a NFP
are most often in that position because they share the

Directors of a not-for-profit dre nxost often in that
position because they share the same ualues as

the organisation, and utill protect those ua,lues,

euen against a strong-willed CEO.
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strengths ofa not-for-profit organisation is that its SCORE analysis as part ofthe strategic planning
inheritance is a coalescing factor that partially drives process.
the values of the organisation and partially attracts The SCORE analysis Ieads the strategic planning
people to the culture of the organisation. Leam through u., 

".rrri.orr-ental 
analysis that inclules

All organisations
have a history -
some more colourful
than others. The
Australian Funeral
Directors
Association
published a book, No Funerals on Picnic Doy, which
traces the history ofthe profession and the association
over many years, and the impact of this history on the
profession.' The IOOF commissioned a book in 1991,
written by Geoffrey Blainey, which captures the
flavour and work of the IOOF which, it felt, was in
danger of fading away.' Whatever the qualitative
aspects of their backgrounds, it is critical for
organisations,

organisations have
tenuous links with
their history. The

strengths,
challenges,
opportunities, risks
and ethics. The
ethical component is
also embedded into
the creation of

action plans, where each strateg5r is drilled down into
specific action plans with the following elements:
scope, start date, completion date, resources, project
manager, success measure and ethics.

The ethics element poses the question: are there any
issues of rights, responsibilities, obligations or fairness
inherent in what we plan to do in this action plan? If
any issues are raised, they are considered and

Whateuer the qualitatiue aspects of their
b acle grounds, or gani s ations, esp ecially corporate

orgdnisdtions, must haue a sense of their pdst.

especially corporate
organisations, to One of the n'Lost innouatiue uses of ethics,
have a sense of their pioneered by Enterprise Care, is the embedding
past.

Too often, of ethical decision-making in the strategic
planning process.

rewritten into the
scope of the action
plan.

The following are
examples of the
embedding of ethics
into action plans of
the strategic plan.

reasons can include loss of key board members, loss of
Iong-serving staff, involvement of younger people,
involvement of personnel that come from different
corporate cultures, or an emphasis on making money
or raising finances as an end in itself, rather than the
reward for achieving a core purpose.

An organisation needs to establish the importance of
its history, its original purposes and how they align
with current purposes, and the importance that
customers and constituents place on the inheritance
factor. To ignore this is to risk customers and
constituents no longer seeing the relevance ofthe
organisation, and moving elsewhere.

TOOL 5r EMBEDDING ETHICS INTO STRATEGIC
PLANNING
The not-for-profit sector has always been preoccupied
with ethics. The creation ofcodes ofconduct and codes
of ethics predates any formal legal attempt to codify
ethical behaviour. Charitable, trade and professional
not-for-profit organisations date back to the 17th
century, and there is evidence of codes of ethics from
this era. It is not surprising, then, that the not-for-
profit sector is using ethics as a major strategic tool.

One of the most innovative uses of ethics, pioneered
by Enterprise Care and now found in not-for-profit
organisations throughout Australia, is the embedding
of ethical decision-making into the strategic planning
process. This is illustrated in the development of the

Action plan
Who should
Scope:

Resources:
Start date:
Completion:
Project
manager:
Success
measures:

Ethics:

1.2
comprise our membership?
Environmental scan of all possible
members (eg, overseas associates,
OHS, technicians and equipment
suppliers, pharmacy assistants
etc), identify potential
organisations that can create
value links, create memoranda of
understanding (MOU) with
identified organisations

Office personnel

November 2003

May 2004

SB

Establishment of new member
category. Establish MOUs with
50 per cent of all identified
organisations

Confi dentiality with sharing
information. Obl igations in
relationships. Sharing of same
value systems
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