Strategic Planning for Trade Unions.


Chapter 1.  Introduction. 

This manual is intended as tool for trade union officials and activists involved in the design and implementation of strategic planning programs in transition economies. It also provides guidelines on how to use the planning process as a way to better manage the activities of the union. Transition provides major challenges to trade unions.  The environment in which they operate is in turmoil and the foundations upon which many of them had been built have changed or are in the process of change.  In order to maintain their relevance unions have to adjust in a positive and assertive way to the new environment.  Strategic planning can help them address the challenges in a systematic manner.  It is a leadership and management tool to assist in identifying and achieving goals and objectives.

Planning is a formal procedure to produce a pre-determined result or outcome.  It uses decision making as an attempt to control the future.  The transfer of strategic planning concepts to the trade union is complicated and can be problematic.  The culture, structure and processes of unions differ considerably from commercial enterprises where strategic planning has been traditionally applied.  Very few union leaders enjoy the powers of business executives, although some union leaders emerging from former regimes often have a considerable power base. Single leader charisma is often found in the early stages of transition, but as essentially democratic organizations, power is normally more transparent than in business enterprises, and accountability to some extent prevails because of the need to be elected.

Trade unions in transitional economies confront many challenges to operational effectiveness and have experienced dramatic declines in membership. However, unions do have the capacity for modernization, innovation and renewal. Innovation, by itself, will not counteract declining membership, bargaining leverage and political influence, but unions that adapt strategies, structures and services in response to changing membership needs, employer tactics and broader socio-economic shifts can structurally reform and better manage their resources.  Challenges appear from every direction.  Governments, International Financial Institutions, privatized industry and an unfavorable political and economic climate make it difficult for unions to achieve their goals in the transition process.  Workers may come to regard unions as a vestige of a by-gone age.  Unions need to respond to these pressures pro-actively and build sustainable structures.  In fact, the purpose of the manual is to promote unions as proactive agents in the face of both internal and external pressures.  New restraints are posed by “market” forces, the need to be competitive, mass redundancy, new laws and a hostile labor market environment.  Despite the challenges, unions encounter limited and difficult choices.  The ability of the union to succeed in the face of such constraints will determine its relevance for the membership and as a political actor in a hostile environment.  Failure to develop strategic alternatives will undermine the long run ability of the union to survive as an active force in society.

While unions must maintain democratic accountability, this can prove to be a constraint upon the effective management of the organization.  Unions also lack financial resources, especially the new democratic organizations bereft of assets as trade union property is usually in the control of the “old state” unions.  Effective asset management is important but the desire to accumulate assets or acquire property should not be considered the cure all for the problems unions face.  Acquisition of property is never the substitute for an active involved organization with a purpose.

Unions are also complex organizations.  Confederations in particular are pluralistic, comprising of many interest groups and a heterogeneous membership.  Bargaining priorities often compete and there is significant pressure to address the needs of unemployed or redundant workers’ who can make up a large proportion of the membership.  There is a congruency of interests between the constituent groups only in broad terms.  Closer to daily reality the fissures are more apparent.  The function of leadership is to balance these conflicting interests and competing priorities.

Unions engaged in strategic planning should conduct a cultural analysis that reflects history and tradition, and defines what the union is.  The culture can influence union tactics and strategies in economic, political or social struggles.  The strategy used to represent workers in the reform period, however, will be different from the political struggle used by the unions to remove a regime. A union that has focused its attention on political change, such as Nezavisnost in Serbia, has to re-assess its strategy in the light of the new political reality. Unions should not give up on ideals and values, but adapt them in order to remain relevant.

Strategic planning is but one way to strengthen and develop union organization.  A strategic plan must be firmly rooted in an analysis of the union, its structures, problems and needs.  It is not the answer to the problems, but a mechanism to address problems in an efficient, contemplative, realistic and effective way.  In transition countries unions must be better managed if they are to survive and prosper.  Leadership is rarely based on the ability to run a large complex organization; unions often do not use open recruitment policies, and politics is as important as competence as a basis of appointment.  Running trade unions is difficult, but members have the right to demand good organizational management and efficient use of dues.

Most unions in transition countries include defending worker rights, improving working conditions and wages, and contributing to the transformation of society among their goals. To achieve these goals, unions often need to build effective, democratic and dynamic organizations. Transition provides the potential for unions to intervene, drive and shape transformation, but this requires them to engage with forces, institutions and forums on a multitude of policy issues while continuing its primary role - giving a better service to members and building organizational capacity.  Internal restructuring may be required, and strategic re-orientation has many implications for resource-allocation.  Unions must adopt best practice techniques for effective resource management. Some will change their organizational structure in response to a decentralization of bargaining and devolve resources to the local or regional level. Such restructuring can also bring them closer to membership. Commitment is an inadequate substitute for lack of competence.  This can force unions to improve recruitment and selection procedures, better educate leadership, and develop staff motivation and performance.  The prospect for renewal will only be realized by those positioned to exploit the new opportunities.  To be relevant unions must redefine themselves organizationally, functionally and operationally to meet the changing needs of the membership and the changing demands of employers facing competitive product markets.  

The impact of the global economy 

Trends in the global economy also shape transition economies. Transition economies become open to competitive forces when the domestic economic base is collapsing. Globalization generally refers to the intensification of international competition in global product markets; the increased mobility of financial capital; market domination by a few global companies and globalized production networks; micro-processor information technology; neo-liberal economic policies that reduce labor, employment and social protection; and new management techniques, including lean production, casualization and outsourcing.  These trends result in growing divisions between workers.  Some workers benefit from the process because of increased skills that provides better job security, but more are subject to lower job security, deteriorating wages and conditions of work. The increased mobility of capital, reinforced by the programs of multilateral economic institutions, such as the International Monetary Fund (IMF) and World Trade Organization (WTO), has the effect of weakening government influence on the national economy and undermines labor’s claims on government as a vehicle for social and economic equity.  Furthermore, the growth of multinational corporations (MNCs) means that corporate organization and governance extends beyond a particular country and its legal institutions, and the sales of major MNCs such as Ford, Exxon, or General Motors exceed the Gross Domestic Product (GDP) of South East European countries.

The circumstances under which unions operate are changing both rapidly and radically in transition economies.  How do you run a trade union when the political and economic situation is very different from when the unions were established?  How do we think strategically about running an organization facing competing demands from different stakeholders including the membership, different segments of leadership, potential members we want to attract, NGO’s we want to work with, political parties and government?

Unions have to recognize strategic priorities, but what does that mean in a transition economy?  In market economies, union priorities including taking wages out of competition, controlling the supply of labor or controlling skills through apprenticeship training.  But these factors have less resonance in transition economies where the economy is usually in a shambles, unemployment may be 30% or higher, enterprises are operating at very low levels of capacity or the country is emerging from significant political turmoil or war.  Yet unions must be aware of the economic and labor market situation and understand the competitive pressures facing the enterprises where their members work.  Privatization drives competition and technological innovation.  Union resistance to technological innovation where it leads to job loss and de-skilling is tempered in transition countries desperate for new capital.

Unions do not want to be portrayed as obstructionist and recognize that recovery requires the inflow of capital.  They may not, and usually do not, like all the conditions imposed by IFI’s, and work to reduce the adverse consequences for workers.  Unions must not simply discuss the terms of surrender. They must develop an approach to restructuring that embraces a human dimension. A union that understands the forces driving investment is better placed to pose alternatives that employers, financial institutions and governments could consider.  To help maintain and create jobs, unions have to answer questions about cost reduction, quality and product market cycles that create competitive advantage.  Unfortunately most unions in advanced market economies have done a poor job at this, and yet it is being forced upon transition economy unions.  For a union to represent the interests of the membership it has to advocate models that also have resonance with the employers in an emerging economy which means developing an informed position about alternatives such as multi-skilling of workers, workforce mobility, group based pay, and involvement in market-based decision making.  All provide new challenges.  Unions must have answers to the questions, “Why” are these things happening and “What” can we do about them?  Technological innovation is not a neutral imperative, it is done for a reason, and unions must be involved in the definition of the reason. To fail in this is to fail the membership.

Unions must also respond strategically to privatization and new capital investment.  Goods that were public services suddenly become priced items subject to investment and development considerations.  Former monopolies become subject to competitive pressures and workers on the public budget to competitive market pricing as employers demand profits as a pre-condition for wages.  Unions must insist upon an expanded scope of bargaining.  New labor laws are often not specific as to the scope of bargaining.  Unions must NOT accept the position that what is not specified is non-negotiable.  Quite the opposite!  Unions should demand that what is not specifically excluded in the legislation be within the scope of bargaining.  There will be enormous pressure on unions to acquiesce but as a defender and promoter of workers interests, they must develop a strategic perspective on these processes.

When international bankers project what the economy will ”look” like in five, ten or fifteen years, unions must take note.  The projected economy is shorthand for the structure of employment; i.e. where the jobs will be. Can the unions help configure this new labor market?  What are the fastest growing or declining sectors?  Do we have members in these sectors? Can we organize there? Can we devise strategies that can alter this projected trend?  Are there high-tech workers that will drop their union membership because they perceive no need for a collective agreement?  How will the union deal with feminization in the labor market and the needs of young workers, many of whom have never had a job in the formal sector? Unions should project employment changes across the economy, assess the impact upon membership; and then devise the strategy about how to re-shape the market to more favorable contours.  A good analysis of the labor market must also be combined with an organizing strategy.  The lack of organizing in transition has lead to declining membership, which reduces the union’s ability to further other goals.

An ideological implication of globalization is that the trends develop in the same way across the world, driving all countries in the same direction.  There are, however, many political options and national responses to global developments. National sovereignty is important for defining the development path, and unions have a stake in this process. Governments in transition, either under the influence of IFI’s or domestic politicians pushing the same agenda, often suggests there is no alternative to neo-liberal policies.  If unions are to better represent their members they must offer policy alternatives to those of the financial institutions.  

Unions can remain static organizations that have fixed practices with few variables.  Neither time nor transitions can change them!  They survive until some new organization occupies their niche. Or they can be adaptive organizations representing real change.  A new union may grow quickly, but if it fails to adapt, when the “honeymoon” is over, it may lose membership as quickly as it gained them.  Adaptive organizations vary their practices, seek constant improvement, and launch new programs, services, and processes promoting membership commitment. Such a union has the best chance of surviving transition and maintaining its vitality.

Chapter 2.  An Overview of Strategic Planning.

“There is nothing more difficult...than to take the lead in the introduction of a new order of things.”  (Machiavelli)
Most people in organizations, especially those in leadership roles, are aware of strategic planning. Mission and vision statements are increasingly common. While many organizations view having a strategic plan as desirable there remains confusion about creating one.

What is a strategic plan exactly? What alternative models are there to follow, and how do they differ? How does one actually go about preparing for, crafting, and implementing a strategic plan? Who should participate? How do we begin, and how do we know if we are on the right track?  How do we prepare our union for strategic planning?  How do we integrate the plan and our organizational structure?  How do we convince our membership that it is worth doing?  At the same time how do we prevent the process from becoming a formulaic intellectual exercise unconnected to the reality of trade union work?  

Strategic planning is really about making a conscious and pro-active effort to shape the destiny of an organization. Realistically, either you have a hand in designing your future, or your future will be predominantly determined for you by external forces because of the lack of cohesion and focus in your union.  Strategic planning provides an approach to the future and guides activists in the direction the union wants to go.  Unions must avoid a crisis management approach to dealing with transition problems.

In strategic planning, an organization needs to stand back and look at itself objectively. Once the union has established its mission -- a clear statement as to why it exists -- and its values, its vision becomes the ultimate destination or goal.  The strategies, objectives, tactics, and action plans are then developed within a framework established by the vision, mission and values. The strategies are the broad programs used to achieve the necessary results (goals) within a given time frame. The objectives are specific, quantifiable results you need to transform the vision to a reality. The tactics are the specific actions employed. 

Having a strategic plan is desirable, but it is not the panacea for all the challenges a union faces, nor is it easy to "stay the course" once that course has been set.  Additionally, when unforeseen problems occur, returning to what has always been done feels safer.
 To refocus, to think and react strategically with long-range goals in view, requires time and persistence. When performance is measured short-term there is a tendency to concentrate on the current situation not some hoped for future.  Also winning support for longer-term initiatives is a challenge.

A strategic plan focuses upon improving organizational capacity by exploiting opportunities and allocating scare resources more efficiently.  It defines what we are or want to be, as well as what we do, thereby clarifying our purpose and direction and build institutional identity.  Cultural change is extraordinarily difficult to achieve in any organization, therefore it is important instill the belief among our members that it is the right thing to do. In spite of the challenges, developing a strategic plan is worth the effort to do it right. Ideally, the plan becomes a dynamic document capable of revision and responsive to change. 

What is Strategy?

Definitions of strategy 

Defining strategy is difficult.  There are as many definitions as authors.  A strategy helps identify distinct tasks of running an organization and provides a coherent integrated pattern of decisions that promote what must be done to achieve those goals.  A strategy is the way of assembling resources, skills, knowledge, energy, time, people and deciding how to use them to accomplish our goals.  In the simplest terms, strategy is a plan of action carried out tactically to achieve a goal.

Hax and Majluf 
 provide a very comprehensive definition of strategy.  When adapted to fit the union situation, the following elements are important:  Strategy

1. Is a coherent, unifying, and integrative pattern of decisions; 

2. Is an expression of organizational intent; 

3. Clearly identifies distinct leadership tasks; 

4. Determines purpose through long-term objectives, action programs, and resource allocation priorities; 

5. Promotes a better response to opportunities, threats, strengths and weaknesses; 

6. Identifies useful and potentially useful programs or services for the membership.  

7. Is a mechanism for investing resources to expand capabilities and improve performance.  

Strategy has to become more important to unions in any environment, but is crucial in transition economies.  Business is changing rapidly and employers have to compete both faster and smarter in the post-privatization era; the intensity of work and rapidity of innovation will increase.  How does the union represent workers in this environment?  What is labor’s strategy?  Strategy is more important than ever!
Planning: Planning is a formal activity designed to produce a stated desired future situation and involves an integrated system of decisions.

What is a Strategic Plan?

The following two definitions give guidance as to the meaning of strategic planning.

1.  Strategic planning is a continuous and systematic process where people make decisions about intended future outcomes, how outcomes are to be accomplished, and how success is measured and evaluated. 

 Key words in this definition include: 

"...continuous..." Strategic planning is ongoing; it does not end with the publication of a plan. 

"...systematic..." An effective planning process has a deliberate methodology and sequence of events; it is not haphazard. 

"...process..." While strategic planning must produce a product, a plan document, the primary value comes from the teamwork, vision, commitment to and ownership of the plan. 

"...people..." A strategic planning process must involve people ready and willing to contribute to the process. 

"...decisions..." Strategic planning is about making decisions. If you are ready to plan strategically you are ready to make decisions. 

"...outcomes..." Strategic planning is a roadmap addressing results to be achieved. 

"...how outcomes are to be accomplished..." Planners don't quit because they defined the target; they get there. 

"...how success is measured and evaluated." A well-written plan will describe how to tell if the union is successful. The plan may use quantitative or qualitative measures but always defines success criteria. 

2.  Strategic planning is a disciplined effort to produce fundamental decisions and actions that shape and guide what an organization is, what it does, and why it does it, with a focus on the future
. 

A dissection of this definition provides the key elements that underlie the meaning and success of strategic planning: 

a. The process is strategic because it involves preparing the best way to respond to the environment, especially if the circumstances are unknown in advance.  Unions must respond to dynamic, even hostile environments. Being strategic means being clear about objectives, aware of resources, and consciously responding to the environment. 

b. The process is about planning because it involves intentionally setting goals and an approach to achieving those goals. 

c. The process is disciplined because it demands focus. Discipline highlights the relationship between the planning stages that makes the plan operational.  It allows the learning and modification of indicators to assess the success or failure of the plan.

The plan is a set of decisions about what to do, why and how to do it.  
In summary for the purpose of this manual,  Strategic Planning is:  a way of moving from where we are now to where we want to be, knowing how we get there and when we have arrived.  When successful, planning does not mean reacting to a changing environment but it stimulates change itself. It is both proactive and visionary but also realistic about what can be achieved.  It is a disciplined effort promoting practices that shape and guide what unions can become by giving better focus on what they do and why they do it.  It can be used to a blueprint for any initiative while subject to review and evaluation on a consistent basis. Because it is impossible to do everything, strategic planning implies that some organizational decisions are more important than others: - the strategy lies in making tough decisions about priorities to achieve success. While being able to make (good) decisions is the key, being able to recognize and act when decisions are wrong is also essential for success.

There is no one perfect strategic planning model. It involves assessing the current environment, defining the mission of the union, deciding what you want the union to look like in some future time period, and mapping out a course to get from the current to the desired future position.  This manual has been designed to give union activists options in the planning process, not provide a pre-conceived recipe for implementation.  

Basic Overview of Typical Phases in Planning. 

There is a sequence of activities in the planning process. The labels may vary but the content and sequence remains similar. This is a typical framework not an ideal planning process.

1. Define the Overall Purpose ("Mission") or Desired Result.
What is the overall purpose or result that the plan is to achieve? What is your mission?

2. Take Stock Outside and Inside the System
Conduct an environmental scan that evaluates the major influences affecting the union.

3. Analyze the Situation 
Review the union's strengths and weaknesses, and opportunities and threats.

4. Establish Goals.
Goals that build on strengths to take advantage of opportunities, and reduce weakness to ward off threats.

5. Establish Strategies to Reach Goals
Strategies are methods to reach the chosen goals and depend on matters of affordability, practicality and efficiency.

6. Establish Objectives Along the Way to Achieving Goals.
Objectives should provide measures of progress toward goals.

7. Associate Responsibilities and Time Lines With Each Objective.
Assign responsibility for plan implementation and set deadlines.

8. Write and Communicate a Plan Document.  
Organize information into a written document for distribution to members.  
9. Acknowledge Completion and Celebrate Success.
Plan to address problems or pursue goals. Celebrate when the problem is solved or the goal met. 
Planning can be complex, challenging, and messy, but defined by these basic ideas.  The model shown below can work well for trade unions.  Each element is explained in the manual.

Basic Strategic Planning Model.



Strategic Thinking, Strategic Management and Strategic Alignment.

Strategic planning is only useful if it supports strategic thinking that leads to strategic management - the basis for an effective organization.  The best way to achieve this is through strategic alignment.

Strategic thinking means asking, "Are we doing the right thing?" and includes the following key requirements: 

1. What it is we want to achieve; have a definite purpose in mind. Does the strategy address the critical issues?

2. Is the strategy aligned with the Mission, Goals and Objectives?

3. Understanding the forces that support or impede fulfillment of the strategy; 

4. Creativity in developing effective responses to those forces.

5. Will this activity leverage change in our union? 

6. Can we do it with current or expected future level of resources?
Strategic thinking requires the contribution of key participants who are active, involved, connected, committed, alert, and stimulated. It is intent-driven and provides a focus that allows individuals to be attentive, resist distraction, and concentrate to achieve a goal. Strategic thinking links past, present, and future.  Do not lose sight of alternative strategies better suited to a changing environment, or intelligent opportunism that provides for possible new strategies.  

Strategic management is the application of strategic thinking to the job of leading an organization. It attends to the "big picture" and adapts to changing circumstances. It includes three key elements: 

1. Formulation of the mission in light of changing external factors 

2. Development of a strategy to achieve the mission and

3. The creation of a structure to carry out its strategy. 

Strategic management helps keep the union relevant in the instability inherent to transition economies.  This is a prioritizing of major decisions and actions and embraces a long-term perspective on developments and any needed adjustments.  It requires the continuous re-assessment in the light of the longer-term priorities.

Strategic Alignment.  Unions, like all organizations involved in planning, face the difficulty of turning visions into reality.  Organizational change in trade unions requires aligning members with the strategy.  Without a good alignment change will be difficult and meet resistance.  Members should be involved and understand the strategy. This is clearer if the strategy is built around the union structure. Alignment must relate to activities that people are asked to perform in practice.

Many unions in both developed and transition economies confront structural constraints when developing strategic plans.  Unions do not develop strategic initiatives in an historical vacuum; they are trying to move in new directions within the institutional structure formed by the deployment of strategies that may no longer be working.  Current structures can be barriers to innovation but changing them can be very difficult.  Internal political questions that hinder change within unions often reflect earlier strategic decisions.  Changing structures also changes expectations about how the union will operate in future with significant implications for union staff.  The profound challenges confronting unions in transitional economies demands organizational modernization, innovation and renewal. Innovation, by itself, will not counteract the steady decline in union membership, bargaining leverage and political influence. But an increasing number of unions are adapting strategies, structures and services to reflect changing membership aspirations, new employer strategies and broader socio-economic shifts that keep the union relevant. 

Benefits of Strategic Planning: 

Strategic planning provides a variety of potential benefits including:

· Consensus about organizational direction.  A uniform vision and purpose that is shared among members and an increased level of commitment to achieving organizational goals. 

· A framework and a clearly defined direction that guides and supports the governance and management of the union 

· A clearly defined purpose to improve efficiency and effectiveness.

· Establishes realistic goals and objectives consistent with that mission in a defined time frame within the union’s capacity for implementation. 

· The communication of goals to members to develop a sense of ownership 

· The ability to set priorities and to match resources to opportunities 

· The ability to deal with risks from the external environment and reduce crisis management
· Provide a base to measure progress and improved quality of services for members. 

· Strengthens bridges between leadership and membership.

· Builds teams with the leadership and professional and technical staff.
The strategic planning process can improve the union’s efficiency, effectiveness, decision-making, teamwork, and quality. It can unify the union behind a single set of marching orders; improve effectiveness by blending the efforts of many people behind the priority goals and improve efficiency by eliminating activities that work at cross-purposes. The most valuable benefit is in the process, not the plan itself. The final document, may be out of date shortly after publication, due to changing circumstances but process benefits will be far more enduring by binding the stakeholders together in a common purpose. Achieving consensus requires the open and constructive participation that can bring conflicts to the table, where they belong. The process provides a forum to transform conflicts into decisions and solutions. Resolving underlying conflicts is not easy but strategic agreement can help solve even highly divisive conflicts about how to implement a program or policy.

Outcomes of successful planning:

What should a successful plan achieve?  Concisely it should:

· Lead to action,

· Build a shared vision that is value based,

· Be inclusive and participatory,

· Increase accountability,

· Be sensitive to the environment,

· Encourage questioning of leadership initiatives regarding the effective management of the union.
Limitations of Strategic planning.

Strategic planning is a complex process that takes a union into new territory.  It is not a ready prescription for success. It creates a framework and context within which answers emerge. Limitations include: -

1. The future is uncertain and might differ substantially from expectations on which the plan is built. 

2. Internal resistance within the union to planning: 

a. Information flows, decision-making, and power relationships will be disturbed. 

b. Internal conflicts will be exposed. 

c. Current operating problems hinder long-term planning efforts. 

d. Risk and fear of failure. 

e. Increased demands placed on staff. 

f. People prefer to avoid uncertainty. 

3. Planning is difficult, messy, hard work. 

4. Planning is expensive - in time and / or money. 

5. The completed plan may limit choices for the union in the future. 

These difficulties sometimes become manifest in the following ways:

· Commitment: There may be a lack of commitment at the top, because strategic planning reduces executive decision-making power. It should encourage broader based involvement and "empower" people to make decisions within the plan and devolve decision making from the executive office.

· Inflexibility of plans and planning: Strategic planning might inhibit changes, and discourage the organization from considering disruptive alternatives. Planning might inhibit creativity. 

· Control: Strategic planning, if misused, might become a tool for increasing control over decisions and strategies rather than a process charting the union to its desired future. 

· Public relations: Strategic planning may be reduced to a PR exercise to impress influential outsiders or benefactors, something unions should consider very carefully when they receive funding from outside agencies. 

· Objectivity:  Strategic planning dismisses intuition and favors readily available, interpretable "hard" data.  

· Politics: Strategic planning might increase political activity and conflict in the union, reinforcing centralized hierarchy of power.   

What can hinder the planning process?

Four basic obstacles have to be overcome to promote successful planning. 

1. Lack of Awareness 
In many cases awareness is a key issue. Work goes on day-by-day, and the pressing needs of today's problems dominate our activities.  It is not enough to take each day at a time.  In fact the absence of a vision and plan can cause the union to be reactive rather than proactively meeting the needs of members. The symptoms include: 

· Many initiatives are underway, with much activity producing little results. 

· Initiatives are unrelated, with each group doing their own thing. 

· Lack of prioritizing of opportunities so it is unclear who gets what resources or what is the most important project. 

· It is hard to tell when you are successful – You do not chart progress. 

· It is not clear if current activities will take the union where it needs to go, because no one is quite sure where that is. 

· The union spends most time reacting to crisis. 

If these are true it is difficult to develop the strategy needed to produce improvements. 

2. Lack of Desire 
The second barrier is the lack of motivation.  This can result from a lack of experience on how visions and plans can energize a union. Desire may also be reduced when leaders are involved in competing activities that are barriers to successful planning.  Some hold multiple positions to increase their earning capacity or receive salaries as members of management boards, a potential conflict of interest that can reduce the desire to build strong independent unions.  

3. Lack of Knowledge 
The next barrier is the know-how. What do you do first? Do you need a team? How do you select the team and who are the right players? How do we recognize a strong plan from a weak one? How do you communicate what you are doing? Gaining knowledge is critical for success in creating and sustaining your plan, but recognize that the lack of information must not be used to defer actions or an excuse to do nothing.

4. Lack of Competency to Act 

Finally, is the union competent to act? It is one thing to know the theory, another to act. Success or failure hinges upon competent or poor planning.

The Planning Document.

What should the planning document look like?  The following outline provides plan guideline.

The format of a strategic plan document is usually simple. The final draft document should include a section on the major areas outlined in the manual.

1. Introduction. Normally written by the presiding officer or general secretary of the union. 

2. Executive Summary.  The plan overview that an outsider would understand.

3. Authorization of the Plan.  Leadership should authorize the plan and sign the document to demonstrate commitment to plan implementation.  

4. Values, Vision and Mission Statements.  Core statements discussed in detail.

5. Organizational Profile and History.  “Where we came from and who we are.”

6. Critical Issues facing the Union.  This is the statement of “Where we want to go.” 

7. Goals and Objectives.  “What we want to do.”

8. Strategies to deal with the Issues.  “How do we do it?”

9. Action Plan.  The details.

10. Appendices.  Additional detail information that may include strategic data, SWOT, budget, duration, monitoring and communications plan.

Some Conclusions:  

A good strategic plan balances capabilities and environment, and encourages priority-based resource allocation.  It defines what the union is or wants to be.  To succeed the union must address issues of importance to the members or shape political and social debates. Successful planning benefits the union and those affected by it.  The union will be more responsive; less crisis-driven; align priorities to issues; sharpen its focus; and link the issues to the budget.

Chapter 3.  Unions and Strategic Planning.  

Unions engage in strategic planning for many reasons including the following:

1. Becoming more responsive to the needs of the members.

2. Provide program or policy direction and move from crisis decision-making.

3. Align priorities and address critical issues.

4. Bring focused issues to decision-making bodies.

5. Link the program to a budget.

6. Coordinate better the efforts of staff to achieve point 1.

New models of unions and unionism are emerging in transition economies as workers define their needs and restructure their demands.  Are unions capable of delivering what members want and need especially if there is a growing resistance to unions by employers and government and a more flexible labor market with greater management rights to reduce employment levels of workers defined as surplus? Unions need to be better organized and do better at organizing.  Union leaders who drive and motivate in the initial stages of the democratic movement must also be able to carry the union through the process of renewal.  It is a courageous leader who devolves power to increase the likelihood of long-term survival.  The process of planning is predicated upon a willingness to support change and organizational renewal.  This has been stated most eloquently by COSATU, the South African Confederation, when it confronted the post-apartheid era.  COSATU called for organizational renewal that it recognized as essential to improve the effectiveness of the trade union movement in South Africa. They critically link this re-generation to the broader goal of transforming their society, an issue that has strong parallels in South East Europe.  The key points are outlined as follows:

· Leadership commitment to a process of organizational renewal and change, and the will to drive change, are essential preconditions to improve organizational effectiveness, democracy and innovation. 
· Designating a transformation team - top leadership must drive organizational renewal and help change the internal culture. Focus on the needs of the union and ensure that decisions are implemented. 

· A process of discussion at all levels, initiated by the team, to debate problems and solutions. All staff and shop stewards should participate in and contribute to the renewal campaign. 

· Strategies for improving the management of the union. 

· Build capacity for organizational development in the labor movement. 

· Developing a program for improving the skills, creativity, work practices and job satisfaction of staff. 

· Develop and maintain efficient administrative systems and routines.”
 

The COSATU example indicates a high level of commitment to the planning process to address structural issues.  The sense of urgency that emanates from their document, however, is contagious.  A similar sense of urgency has its place in Eastern Europe. Developing a strategic plan can cause excitement, but if the follow-through is delayed, is inappropriate or absent members become discouraged and enthusiasm declines.  Unions should decide the actions needed to promote development and decide the framework for change.  Perhaps the most difficult decision to make is at where to start.  Unions may want to survey the membership or key union activists prior to developing a full-scale strategic planning program.  This will allow them to establish what members think about the union and its performance in serving the members.  Appendices 1a, 1b and 1c provide examples of membership surveys.  They are a useful educative starting point for the union leadership to critically review perceptions of the organization by key stakeholders, and at the same time engaging the activists in the process of re-defining the union as an organization.

Why should trade unions use Strategic Planning?

Public Service International (PSI) perhaps best sums up the answer to this question.  

“…to make unions stronger, more effective and more democratic in being able to deliver to the members the power, the standard of living, the services to which they have a right.”  

But they also continue, with a message that should be heard loudly and clearly by unions in transition economies,

 “…unions which have relied on outside assistance for much of their essential finances, must .. develop over a reasonable period of time .. the ability to be more and more independent of those outside resources.”
  

Strategic Planning gives both structure and direction to union initiatives.  It helps build consensus about what to do to achieve objectives.  It allows the union to focus its efforts and better facilitate the use of scarce resources.  To achieve a maximum return on efforts there are a number of questions that the Union should ask when considering to engage in Strategic Planning
: 

· What purpose will the strategic plan serve?  What does the union want to do?  Increase membership; reconstruct itself; improve support from the Center to the branch unions; improve the flow of finances from the branches to the Center?

· How will it help the organization? How will it strengthen the organization; membership involvement; membership services; financial structure?

· Will it be better than the system we use now?  Will it improve the functioning of the union?  

· Are those in leadership positions committed to strategic planning?   Without such commitment there is no point in doing strategic planning.

· How much will it cost in terms of time and personnel effort? Be realistic about the resources needed to implement a strategic plan.

· Who should be on the planning team? People with time and energy plus authority to make the plan work.

· Do we think we can do it and will we actually use the plan? Don’t do it if your not going to use it.

· What overriding crises would inhibit our ability to plan? Try not to be crisis driven. 

Unions often fail to develop operational plans because of:

· insufficient analysis of the problems being faced; 

· unrealistic objectives regarding what the union is able to achieve; 

· lack of definition of plan ownership; 

· unrealistic risk assessment about the issues at stake and the implications for both success or failure and 

· lack of project sustainability after the planning process completed.

Who should be involved in planning?

Effective planning involves top-down and bottom-up inputs; leadership commitment is essential to success and members must buy-in.  Everyone in an organization normally wants to improve performance. People must believe that their contributions will have an effect and they remain frustrated by the lack of decision-making and follow-through. Strategic planning requires leaders to convince others they will make decisions and act on them.  Successful strategic planning entails commitment. 

So once the union has leadership commitment who else should be involved?  This is a political question.  Developing a strategic plan is a collective effort so who should and should not be on your team, and who should lead the team to guide it through to conclusion?  The most important point is that the people who are members of the team must have authority and credibility to prepare the plan and have it accepted.  If a union is riven with factions, should all factions be represented?  This is another difficult question as alienating or excluding groups is done at peril, particularly if excluded groups have a power base that can disrupt implementation.  On the other hand, having very disruptive forces in the planning team is usually a guarantee that nothing will be achieved.  

In a confederation or branch union, the president should be a member of the planning team, should push the development of the plan, and promote implementation.  Other members of the Presidency should also be involved, although depending on its size; it could be a selection from this group.  Another political decision!  If the Presidency is responsible for implementation, they must be strongly represented. There should be guidelines for inclusion, and a division of labor is needed to cover data retrieval, planning reviews and authorization.  If an education strategy is to be part of the plan, then the head of the education department should be included or the union “expert” with research responsibility.

The division of labor suggests that core leadership be involved in the early stages where strategic direction is determined, when the discussion focuses on values, vision and mission.  This is a role of leadership.  But leaders are not always the best people to do the strategic analysis to determine issues and goals.  This may be the appropriate role for the experts or field staff who bring expertise that elected leaders do not have.  Also try to include local union activists who are engaged in the struggle on the ground. Broader inclusion can bring together leadership who devise and authorize and staff who implement policy.  This can educate both.  This may be less of an immediate problem but is likely to be an issue as transition problems become clearer. Union leaders are better trained in tactics and implementation than in thinking strategically.
All projects comprise a number of elements, which interact with one another and must be carefully considered before the project is implemented. In summary for trade unions, prepare background information and problem analysis to include a background history and previous experiences, what problems were encountered and solutions developed.   What are our objectives, target groups and indicators of achievement?  What is a sustainable strategy within our structure?  What are the risks and external factors? What is our timeframe? These are questions that will be examined in detail. 

Chapter 4.  Consensus Decision Making and Strategic Planning.

The importance of Consensus.

Before starting strategic planning, unions may find it helpful to engage in a process of consensus decision-making.  This can help the union clarify the objectives of planning and help speed up the planning process.

What is Consensus-Building?

Consensus building is a group process that emphasizes collaborative decision-making. In consensus building, a diverse range of participants with varying interests work together to find a mutually agreeable solution. The essence of collaboration is to work with others rather than against them. To this end, participants devote time and energy to develop and agree on the process before they begin. Diverse groups work together to develop and implement agreements that they can support and, because the group identifies a mutually beneficial solution, implementation is made easier. Consensus building is both a process and a product. As a process, it describes the means by which groups can resolve issues, make choices, or develop strategy. As a product, it represents a resolution that satisfies all of the participants. 

Consensus building is commonly used to resolve the following problems: 

A. Attaining Consensus on an Issue:  The forces that influence unions are becoming increasingly complex. In the past, a few decision makers could implement a solution to a problem. The increasing complexity of issues often demands new solutions.  With multiple stakeholders, consensus building can help to resolve differences to reach these solutions. Outcomes are strengthened when parties are educated about the problem, and solutions include the views of major stakeholders. 

B.  Resolving a Union Controversy:  Disputes over allocation of resources or leadership decisions have the potential to escalate into confrontation. Consensus building brings stakeholders together to help manage conflict more productively. 

C.  Developing Visions and Goals:  Consensus building can be used to focus on the future rather than the present and help a union develop a strategic vision. Consensus-based techniques help promote acceptance and implementation. 

Consensus building should be used when:

· An issue is complex
Consensus building is an effective technique when the solution to a problem is not clear or members disagree about the best solution. 

· Many parties are involved
Consensus processes can accommodate any number of participants. 

· No one person, group, or organization has control over the problem
Consensus building is effective when implementation requires the support and/or resources of many people. 

· The issues are negotiable
Planners must be willing to negotiate and collaborate in a consensus process. 

· People are willing to participate
Consensus building helps when members want to participate in crafting a solution. Planners should trust participants who work for a productive resolution. 

· When education on the issues is important.
The consensus process is useful to educate people about an issue or when you need fresh ideas.

How to start the process?  Elect or appoint a committee comprised of representatives from different interest groups to frame the problem, design the process, and identify stakeholders who have an interest in and ability to contribute to resolving the problem. All stakeholders are important but some will participate more than others. Determine: 

· Who the key stakeholders are.

· What their interests are likely to be. 

· The best way to involve them. 

The benefits of involving stakeholders include: 

· They bring knowledge and perspectives that makes planning more robust 

· They bring resources to the table 

· They legitimize the process by being involved 

· They forestall problems by being engaged in the process.

Issue Definition and Stakeholder Analysis.

· Craft a clear description of the problem that you want to address. 

· Define the issue in a way that is clearly understood by all. 

· Decide how the issue is to be addressed. 

· Identify those that will be affected by or will have the power to affect the consensus building efforts. 

After stakeholder identification, choose a method for consensus building process. Simple negotiations involving a few stakeholders may be completed in a short time using a problem solving approach where the group: 

· Defines the problem, 

· Agrees the procedures to be used to conduct your deliberations. 

· Shares information and technical information about the problem and explain positions. 

· Generates options to solve the problem. 

· Develops criteria used to evaluate these options. 

· Agrees to option that everyone can support. 

An alternative could be to use a visioning approach that visioning approaches that typically ask questions such as "What do we have?" "What do we want?" and "How do we get there?” In contentious situations, it is often easier to focus on future solutions than present problems. This orientation toward the future can reveal common ground.
.
If you have a relatively small number of stakeholders, to work through the process as a whole group. However, if you have a larger number of participants or are tackling complex issues consider adopting a structure that will make the process more manageable by dividing the work and responsibility. 

It is important to set expectations for the consensus building process. Ensure that tasks essential to success will be completed and clearly define roles and responsibilities.   Having a realistic timeline is an essential part of consensus building. It helps you keep on track and create realistic expectations.   The group should work to create ground rules that describe common expectations for participants' behavior including: 

Procedural ground rules address topics such as how meetings be run, recorded, and who is in charge of any facilitation. 

Substantive ground rules should limit the topics that the group will address. These can be drawn directly from the problem. 

Behavioral ground rules lay out norms of personal interaction in the group. 

In conclusion, develop as many options as possible in the initial discussion and look for new innovative solutions. Have options and recommendations for full group consideration and establish criteria to evaluate options and identify the best technical, political or value-based answer.  After determining evaluation criteria assess the specific proposals and try to reach an "agreement in principle" before agreeing on specific action plans. Reach consensus on general direction before the details. Once you have a mutually acceptable agreement, the decision should be formally approved. To promote implementation, produce a document that includes the problem statement, background information, the consensus-based solution, and participant commitment regarding execution. The union is now ready to move ahead with its own strategic planning.

Chapter 5.  Environmental Factors and Strategic Planning.

Environmental Scan:  SWOT Analysis.

The basic tools of strategic planning that help a union evaluate itself and its position in the environment has been described as an environmental scan, a situational assessment or a SWOT analysis.  SWOT is an acronym for Strengths, Weaknesses, Opportunities and Threats. In the literature on strategic planning authors are not consistent in their definitions on the use of SWOT and environmental scans.  Some regard SWOT as providing an internal – external environmental evaluation, while others concentrate upon the organizational issues and suggest a separate scan of political, economic and social factors is needed to strategically evaluate available options.

Strategic planning must include an environmental assessment, as unions do not operate in a vacuum.  In transition situations economic, political, social, legal and demographic forces change dramatically and quickly.  The skill at assessing the environment and developing a pro-active response to changes determines the relevance of our organization.  This section deals with looking at the internal organization of the union and the external environment in which it finds itself.  It can deal with the membership cohesion or quality of leadership on the inside, to the employment situation of membership and the political environment externally.  

It makes sense for the strategic planning team to perform a broad based environmental assessment prior to performing the SWOT analysis.  This could consist of listing the major political, economic and social issues and problems occurring in our society and assessing the union’s capacity to affect change. 
 

This discussion is often a very productive element in seminars on strategic planning where participants produce a checklist of political, economic and social factors that affect the role of the union in transition.  The checklist approach encourages the union leadership to expand their analysis and be realistic about the possibilities of change.  Political and economic pressures are often overwhelming, because the change is occurring when the institutional structure of the country is under-developed, privatization can be rampant, and governments are working to please IFI’s with strategies that cut social programs and welfare safety nets.  All of this causes many social problems attendant with periods of change. Completing the environmental scan before the traditional SWOT analysis, however, is time well spent and it helps ground the strategic plan.  

Conducting a SWOT Analysis.

Conducting a SWOT analysis helps unions identify key issues that determine their organizational effectiveness.  When dealing with multiple issues in a limited timeframe trying to address them all does not pay off. Limit your efforts to where you can have the most impact. SWOT analysis provides a framework for identifying critical issues. 

· Strengths are positive aspects internal to the union: 

· Weaknesses are negative aspects internal to the union: 

· Opportunities are positive aspects external to the union: 

· Threats are negative aspects external to the union. 

Planners should develop comprehensive lists for each category and initially expect to find the same issue appears on more than one list.  This is common.  Each item on the list should be based upon objective criteria and once identified the points should be reviewed, precisely defined and ranked in terms of importance and the union’s ability to effect the issue.  

SWOT analysis focuses upon key issues to facilitate a strategic approach.  For example does the union have a functioning education department or legal support department; participate in a Social and Economic Council; or have a Center for Privatization or Transition Issues?  Use SWOT analysis to evaluate the efficiency and effectiveness of these programs. SWOT can be used to evaluate departments, programs or branches and allows the union to improve staff capabilities, quality of programs or allocation of scarce resources between competing ends.  The following suggest internal and external forces that shape the activities of the union. 










When the lists have been made, identify the top issues that must be addressed.  The issues are selected from the completed lists during the analysis phase. The better the lists, the easier it is to focus on the really important issues facing the union. The following are examples from lists developed by unions conducting a SWOT Analysis.  They are not definitive, but illustrative.

Strengths 

· National organization – with regional structure

· Branch structure with effective branches

· Talented/diverse staff

· Responsive staff, even in times of budget restraint

· Collaborative programs

· Good leadership

· Good relations with NGO’s

Weaknesses 

· Inadequate regional operations

· Few resources; too many programs

· Weak structure

· Deficit financing; Operating beyond our resource base; deficit budget

· Complacency/delusion about our strengths

· Lack of effective evaluative instruments

· Lack of commitment to honest evaluation and reflection.

· Impromptu (and sometimes distractive) decision-making - e.g. new programs, cautious about fiscal risk-taking; 

· Resistance to change

· Our level of technology

· Lack of administrative flexibility, 

· Low member satisfaction

· Lack of transparency in reallocation of resources; 

· Lack of openness in internal communications

· Reliance on outside funding

Opportunities:

· Opportunity for growth 

· Opportunities for regional support 

· Opportunity to influence the government

· Local government supportive in some areas of the country

· Good working relationship with emerging private sector employers

· Working with new NGO’s
Threats

· Political antagonism by Government

· New employers antagonistic

· International Financial Institutions conditionality.

· New groups of workers not interested in unions. 
Appendix 5 provides an example of a SWOT analysis and would be completed as part of a strategic planning exercise.  It is helpful to list the critical factors necessary for the union to succeed.  The first SWOT analysis is geared towards evaluating the union’s position in the current environment.  This exercise should be repeated when the union has developed its vision, mission, goals, objectives and strategies and the question is asked, “Will the strategies, if successfully implemented, improve the initial SWOT’s?” If we answer no to this question we have to re-evaluate our strategies and identify more clearly the problem areas we are trying to address.  Such an approach highlights the dynamic nature of strategic planning and the need for evaluation and modification as required on an on-going basis.

Drawbacks of SWOT Analysis
SWOTs can reflect a person's existing position, which can be misused to justify a previously decided course of action, rather than used as a means to open up new possibilities. It is important to note that sometimes threats can be viewed as opportunities. There is a saying, "A pessimist is a person who sees a calamity in an opportunity, and an optimist is one who sees an opportunity in a calamity." SWOTs can allow unions to take a lazy course and look for “fit” rather than to “stretch,” i.e. they look for strengths that match opportunities yet ignore the opportunities they do not feel they can use to their advantage. A more active approach would be to identify all opportunities and then plan to stretch the union to meet them. Strategy then becomes a challenge rather than a fit between its existing strengths and the opportunities the union chooses to develop.

A SWOT analysis can be an excellent, fast tool for exploring the possibilities for initiating new programs using the introspection of both positive and negative concerns. It is a relatively simple way of communicating ideas, policies, and concerns to others. It can help leaders quickly expand their vision. Probably the strongest message from a SWOT analysis is that, whatever course of action is decided, decision making should contain each of the following elements: building on Strengths, minimizing Weaknesses, seizing Opportunities, and counteracting Threats. 

In order to be most effectively used, a SWOT analysis needs to be flexible. Situations change with the passage of time and an updated analysis should be made frequently. SWOT is neither cumbersome nor time-consuming and is effective because of its simplicity. Used creatively, SWOT can form a foundation upon which to construct numerous strategic action plans for union confederations, branches and departments.

 Driving Forces in the Environment.
The grid outlined in Appendix 6
 was developed as part of a business management program but is also useful for unions conducting environmental scans. The union must identify the major driving forces in the environment that influence its operations.  The appropriate forces change at different stages of the transition process.  Apply the best, worst and most likely expectations to each force and develop strategic options for each situation.  

On the completion of the environmental scan, the SWOT and the driving forces exercises the union planning team can better consider the strategic issues that the union must address if it is to succeed in being stronger, more effective and more democratic.  

Listing of Strategic Issues:

Once the exercises contained in Appendices 4,5 and 6 have been completed, the planning team should then identify the key strategic issues the union has to address.  The process is straightforward.  Identify issues by addressing questions such as

a) “What external changes could affect the union?” Consider, e.g., 

- Changing demographics of potential members; 
- Changing legal framework. 
- Changing employment patterns.

b) “What could be the impact of these changes in terms of threats or opportunities?”

c) “What changes must we make to address the threats?”

d) “What strengths can we build on to take advantage of the opportunities?” 

The union must address the following issues:

1. Attend to the important issues and not the just the immediately urgent issues, but do not ignore current major issues just to pursue creative, forward-looking goals. 

2. Gain consensus on the top three to five issues and prioritize them.

3. Strategic issues usually come from strengths to be build on, weaknesses to be overcome, opportunities to be taken, and threats to be avoided.

4. Deal with issues that you can do something about.  Be proactive.

5. Reword the issues in the form of goals. Goals should be worded such that, when they are reached, they will have addressed an issue. Review wording of the goals to ensure all members understand the goals

In summary: Identify the developmental goals to be accomplished along with the major obstacles likely to be confronted and consider:

a) From the effects of weaknesses and threats identified, what issues must be addressed? Consider issues over the term of the plan, but look very closely at the next year.

b) What are the really important issues --  stay focused.

c) Deal with issues that you can do something about not those over which you have little or no control.

d) Articulate issues so that someone outside leadership understands. 

e) The key issues that our union must address through use of this strategic plan include:

	Issues Identified
	Most Critical Issues
	Recommendations

	
	
	

	
	
	

	
	
	

	
	
	

	
	
	

	
	
	


Use this information as the basis for the development of goals.  This will be covered in Chapter 7 and in Appendix 10.  
Chapter 6: The Planning Process: Values, Vision and Mission.

The planning process can be defined in terms of a series of steps from defining values to developing an action plan.   The basic steps are as follows. 

Values -- Vision -- Mission – Goals/Objectives -- Strategies -- Action Plan

In this chapter will concentrate on the first three elements, values, vision and mission.

Values:  represent the core priorities in the union’s culture, including what drives members’ priorities and actions in the organization. Prior to setting the vision statement decide what are the key values that drive the union.  
Vision:  -- The way things ought to be: the reasons for the union’s existence and the ideal state the union seeks to achieve.  Where there is a difference between the current state and the desired state, we have a gap.  The purpose of the plan is to close the gap.  The union may also consider benchmarking whereby it will measure and compare its activities in relation to the practices and performance of others in order to apply “best practices.”
  

Mission:  -- What is to be done and why.  

A.  Developing a Values Statement

Values drive the intent and direction of planning. They are the beliefs that members hold in common and provide guidance to activists in the performance of their work.  The basic question is “What are the beliefs that we share as trade union members?”  At the start of the planning process members of the planning team should discuss the basic union values that bind them together.  Sometimes the discussion will focus on things such as good wages, benefits or working conditions. It is important to demonstrate that whereas such issues are “valuable”, they are the hoped for goal or outcome of our activities, rather than the underlying values that drive our action.  When this is realized the team can focus on issues of “fairness”, “justice”, “dignity”, “equity” and “solidarity”, which are core values of the labor movement world-wide.  These are the values that bind us, drive our action and help us achieve the goals of good wages, benefits and safe working conditions.  There are times when values are the prime motivating force that keep activists going, especially when nothing appears to be going in our favor.

The values statement helps differentiate unions from other organizations. Values come to life when members actively participant in the important tasks of the organization.  In the ideal situation, personal values and union values are aligned.  By developing a values statement, leaders articulate ideals that motivate activists towards the achievement of goals.  The members of the planning team should decide on the core values and write a value statement that inspires and guides. Ideally, values should be: 

· Few in number 

· Shared by all 

· Inspiring 

· Clearly understood 

B.  Vision and mission statements.

There are a number of important questions that should be addressed when developing vision and mission statements for your union.  These include the following, although this is not a definitive list.  

1. What kind of Union do you want to build? 

2. What do you want to change and why? 

3. What are the union’s major issues or problems? 

4. What is the purpose of this effort? 

5. Why must these issues be addressed? 

I. Vision Statements.  

“Imagination is more important than knowledge.” (Albert Einstein) 

“A vision without a plan is just a dream. 
A plan without a vision is just drudgery. 
But a vision with a plan can change the world.” (Anon).

Visioning" and Problem Solving

“Visioning” leads union activists to ask: “what kind of union they would like to have?”  The object is to discuss ideas not the majority opinion, and produce a vision that reflects the diverse thinking of the group. An initial response in transition economies might be “Why bother with visions of the future when today's problems seem overwhelming?" Both problem solving and visioning are important. 

Visioning:

· Generates a common goal, hope, and encouragement; 

· Offers a possibility for fundamental change; 

· Gives people a sense of control; 

· Gives a group something to move toward; and 

· Generates creative thinking and passion. 

Problem solving, although useful, rarely results in fundamental change. A problem is something negative to move away from, whereas a vision is something positive to move toward, and more importantly, in moving toward a vision, the union will need to resolve problems. Visioning highlights the major differences between now and the desired future and is a powerful learning tool. 

Why should trade unions create vision statements?

· To draw people to a common purpose 

· To give hope for a better future 

What is a Vision Statement:  

A view of the way things ought to be.  

A profound rule in strategic planning is that the organization will never be greater than the vision that guides it.  The vision statement should stretch the expectations, aspirations and performance of the union.  
The vision statement is a vivid description of the organization as it effectively carries out its operations.   Perhaps Dr. Martin Luther King Jr. made the most famous vision statement of the last century,  “I have a dream.”  It inspired action of millions because it generated a compelling view of the future and demonstrated how the dream can unite people in a common endeavor. Vision should evoke participation and transform the apathetic into activists.  It is in essence the identification of a desired future state.  The development of a vision statement can be difficult and time consuming, and “pragmatic” activists want to jump into the action stage. But it can also be time well spent because it can help:

· Expand the boundaries of our thinking,

· Identify direction and purpose,

· Inform members about the need and importance of change,

· Promote commitment and improve organizational loyalty,

· Provide focus to help improve efficiency.

· Encourage openness to creative solutions,

· Build confidence,

The Vision Statement should therefore be:

· Future oriented 

· Easy to understand and remember 

· Reflect uniqueness 

· Ambitious 

· Creative 

· Inspiring and 
· Brief!
If the union is serious about developing a vision, the planning team must be conscious of the possible vision killers that can arise.  These include:

· Tradition – “We have always done it this way.”
· Ridicule – “Only a fool would suggest that.”
· Stereotypes  – “Those people in the informal sector are impossible to organize.”
· Complacency – “This union is doing just fine, thank you.”
· Short-term thinkers – “ Never mind the next year, we have to deal with next week.”
· “Nay Sayers” – “It may work in Bosnia but it will never work in Serbia.”
In developing a vision statement, planners should refer back to the shared values they identified that will be used to pursue the vision.  How daring should the vision be?  This is a difficult question; it must challenge and inspire the union and its members to achieve its mission and turn it into reality.  Without a vision, hard work seldom turns into the creative outcomes that demand new and better ways of dealing with problems.

The Vision should show how would the union to be different and what will success look like.  The basic goal is to find the image that union members can relate to as their vision of success.  In transition economies, the articulation of a vision for a better future is very important because transition takes much longer than is usually anticipated and in the majority of cases workers pay the primary cost.  The vision is the picture of the better future that the union holds as a destination for which it is headed.  One must not fear the dream.

The vision statement is therefore broader or more encompassing than a mission statement and balances what is realistic and credible with what is ambitious. The vision is a compelling description of the organization once it had implemented the plan; must capture the hope for a better and stronger organization, be concise, be positive, be general and flexible.  For example:

“Our union Confederation will be the strongest in Serbia and provide the highest standards of economic, social and political justice for our members and their families.”

Mission statements.

The mission statement of a trade union clearly and succinctly identifies what the union is and why it exists.

If you don’t know where you’re going, any road will lead you there.  The trade union develops a mission statement to help it focus its efforts and communicate what the union is about to members and the broader community. It is the foundation for the rest of the plan; an on-going reminder of the unique purposes promoted and served by the union. In transitional economies the environment is so markedly changed that the original mission should be reviewed to remain a motivator for commitment, innovation and courage. In a few sentences the Mission Statement must communicate the essence of the organization.  It has three elements:  who we are, what we do and why we do it.  The mission statement is where the guiding ideas are articulated, understood and supported by leadership and membership, collaborators and partners who work with the union. It gives focus and direction that can expand opportunities or avert crisis. 

Developing a Mission Statement:

Basically it is a statement of purpose of what the union is trying to accomplish.  It should be written to indicate the desired change in status, for example to increase our membership, to win better collective agreements or to expand our coalition partners.  It helps identify what should be changed and the preferred outcomes.  What is it we are going to change?  

Mission statements usually focus on organizing, representation and advancing the interests of members or potential members.  What does this mean for a trade union dealing with many problems with limited resources operating in a disintegrating economic situation?  Unions are rightly concerned about economic development and their mission is to ensure this process is fair, equitable and transparent; to fight for a “high road” to economic growth, including good jobs and decent work. When wording the mission statement, balance union values and the priorities for survival with effectiveness and efficiency

There is no set formula for writing the statement as long as it expresses the collective intention of the union.  

It can be drafted by one person and then discussed by a group, or the group can work collectively using consensus decision-making.  The broader the participant base, including having traditionally under-represented groups such as women and younger members on the team, the greater will be the openness to the changing environment. Have the presidency review the draft statement for clarity. A clear statement should inspire active support.  A mission statement should describe what will be accomplished and why; b easy to understand and free of jargon; be outcome-oriented; distinctive but flexible; and short yet inclusive.  For example.  

"Build a strong confederation through a comprehensive initiative to promote worker rights, economic and social justice, and be an active independent voice for Serbian workers.

Chapter 7.  Developing Union Goals and Objectives.

“Obstacles are things a person sees when he takes his eyes off his goal.”  E. Joseph Cossman.

“A goal is a dream with a deadline.” Steve Smith, President of Amdahl Corporation.

Goals:  -- Define the broad based purpose of what an organization seeks to attain.

Objectives: -- Specific, measurable results of the work; how much of what will be accomplished by whom.  

Goals and objectives are future oriented and therefore include subjective and judgmental elements.  Having clearly stated goals and objectives increase our focus on what we are trying to achieve and how we will do so.  Goals provide direction for the long-term; objectives motivate on-going commitment within a specific short-term timeframe. It is important to set deadlines for both.

A debate can develop regarding the difference between goals and objectives.  Are they different?  This is an issue where the terms are used interchangeably (especially in translation from English to the languages of transition countries) and the planning literature is also inconsistent in the way goals and objectives are defined.  The mastery of the terminology is less important, however, than understanding the principles of goal setting.  This is not the creation of a wish list, but the pre-condition for establishing an actionable program.  Goals are linked to our vision and what we do. Goals and objectives are hierarchically related. To accomplish a goal three to five objectives may have to be met.  For example, if our goal is to change the unions age profile by recruiting young members, our objectives could include youth involvement in union sponsored cultural events that demonstrate the union is in touch with the interests of young people; promoting youth training; youth participation in collective bargaining; or addressing issues of young workers employed in the “shadow economy.”  If the goal is to increase revenue the union might also have multiple objectives from increasing union dues, membership, donations from outside bodies or the sale of assets.

Goals that are understood and supported by the membership reduce uncertainty and serve as a standard to assess progress using quantitative and qualitative measures. In this manual goals are distinguished from objectives in the following way.  The key goals are the “got to haves”, or how we define success or failure.  Goals are directed to achieving the union mission, result in expanding an activist base and allow our union to grow.  Goals if achieved are what takes us from the “current” to the “desired” future state, and provide an answer the question, “How do we want our union to be different.”  Objectives are closely aligned to action steps required to produce outcomes that are needed to attain our goals.  

A goal is a statement of what the union is trying to accomplish in broad terms.  To achieve your goal, specific actions need to be taken within a timeframe to achieve precise and measurable objectives. Goals tend to be longer term, objectives short or medium term; but both must convey the movement towards a desired future state.  

Goals drive the management of our union as an organization while objectives are linked to the activities we engage in to achieve the goals.  

Goals are:  What is to be achieved; ends we work for on an ongoing basis; what we hope to accomplish and the changes sought in what and whom, by when.  Goals are:  General rather than specific; Qualitative rather than quantitative; Directional rather than measurable; Focal rather than achievable, and continuous rather than time-limited.

We create goals to: Provide markers to show progress; prioritize objectives and tasks; reemphasize the mission by reducing uncertainty and clarifying what we are pursuing; provide a rationale for the way the union activities are organized.

We create goals by: Defining the vision and mission statements; determining the changes to be made; collecting baseline data, where we are and where we want to be, and defining our preferred outcome.

To summarize: The purpose of goals is to provide discipline. 
The GOALS GRID 

The Goals Grid helps clarify issues facing the union.  It involves asking questions.

What do you want that you don't have? (Achieve)  What do you want that you already have? (Preserve) What don't you have that you don't want? (Avoid) What do you have now that you don't want? (Eliminate) 

Initial discussions tend to concentrate upon achieving, but all are important in transition where preservation of entitlements is very important. The questions are linked to two sets of conditions known as "the problem state" (What you have) and "the solved state" (What you want). The Grid is a simple matrix and helps us achieve goal clarity by viewing goals from four perspectives.[image: image1.png]No
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After classification by quadrant are there identifiable patterns?  "Preserve" and "Avoid" quadrants are different sides of maintaining the status quo.  If most goals are in the “Eliminate” quadrant we may be a very difficult situation, for example eliminate the changes in the labor law that make it more difficult for the union to conduct its business.  If the majority are in the achieve quadrant, we need to call on the vision to encourage members to action. However, the “achieve” quadrant must not be reduced to a wish list unconnected to the reality of the situation.

Analyzing goals in this way can help the better definition of objectives.  It also provides insight concerning the potential conflict between our goals and those of other parties, such as employers or government.  For example who wants to avoid what you’re trying to achieve or preserve what you're trying to eliminate? Who might gain from achieving what you're trying to avoid? Who might gain from eliminating what you’re striving to preserve?  These are helpful questions in a pluralist organization like a trade union, and in assessing relationships with governments in the transition process.

Creating goals for your group:  Complete Appendix 10. 
 

After the planning team had completed the environmental scan, SWOT and driving forces analysis it was suggested they should identify and define the strategic issues confronting the union. From this the team should list the top three or four goals that would resolve the problems contained in the strategic issues.

What are objectives?  

If goals are broad based directional motivators, objectives are more specific and measurable activities of our organization.  The purpose of having objectives include:

· Ensuring unanimity of purpose. 

· Providing a standard for allocating resources. 

· Creating an organizational climate. 

· Providing a focal point for purpose and direction. 

· Translating goals into a structure for assigning tasks and responsibility. 

· Specifying purpose to improve both efficiency and effectiveness. 
Objectives.

An objective is a written statement describing a specific result, event, or outcome to be accomplished to work towards a particular goal. They are discreet aims to be completed in a preset time frame, they are stated in terms of "what," "when," and "who." They can be paralleled with goals in the following way: 

Objectives are: specific rather than general; quantitative rather than qualitative; measurable rather than directional; achievable rather than focal, and time-limited rather than continuous. 

Once an organization has developed its mission statement and primary goals its next step is to develop the specific objectives that focus on achieving that mission. Objectives are the specific measurable results of the initiative. An organization's objectives tell us how much of what will be accomplished by when. For example, the union has a goal of organizing in the informal sector of the economy; the objective might be  "By 2005 (by when), to increase by 20,000 (how much) workers under 35 currently employed in the informal sector become members of our union.” (of what)."   Key objectives provide clear targets for specific action. They represent the extent to which the unions goals will be achieved by the end of the period covered by the strategic plan. They should be derived directly from the stated goals. 

There are three basic types of objectives. They are: 

· Behavioral objectives look at changing the behavior of people. For example, union leadership in the regional offices will actively support youth and women’s sections (behavior) and increase the participation of these groups in union activities (result). 

· Structural objectives are concerned with organizational matters such as branch unions merging to form more sustainable organizations. 

· Process objectives provide the groundwork necessary to achieve other objectives. For example, adopting a new dues formula and collection process that enhances financial stability. 

The categories are not mutually exclusive and unions use all three to help measure progress. 

The best objectives have several characteristics in common. They are all S.M.A.R.T. + C.: 

· They are specific. That is, they tell how much (e.g., 40 %) of what is to be achieved (e.g., what behavior of whom or what outcome) by when (e.g., by 2010)? 

· They are measurable. Information can be collected, detected, or obtained. 

· They are achievable. Not only are the objectives possible, it is likely that you will be able to pull them off.

· They are relevant to the mission. Your union has a clear understanding of how they fit in with the overall vision and mission of the group. 

· They are timed. Your union has developed a timeline in which they will be achieved. 

· They are challenging. They promote significant improvements that are important to members of the community. 

When setting objectives use the following checklist. Are the objectives: -:

· Quantifiable, consistent and related to the mission and goals.

· Realistic, achievable and adjusted to fit available resources.

· A performance criterion that measures progress.

· Clear, unambiguous and understood.

· Limited to key results.

· Discontinued if obsolete.

Objectives help set the action steps of a strategic plan.  They are the combined set of accomplishments required to attain each goal.  Objectives therefore answer the questions of who is responsible for what and by when.  Hopefully distinguishing between goals and objectives in this way gives planners a tighter focus on the task at hand. Objectives should be feasible ways to carry out the mission that demonstrate when we know what we have accomplished.  They help in the setting of priorities and guidelines for action.  

We create objectives by: Defining or reaffirming the vision and mission statements and determining the changes to be made to fulfill the mission. When you know what you want to accomplish, develop baseline data on the issue including facts and figures that tell you the magnitude of the problem and numbers by which you can measure progress. Then decide what is realistic for your union to accomplish with available resources? 

Set objectives that are achievable and challenging. It's hard to hit just the right balance between these, and you may not always get it right. 

With this in mind, you’re ready to establish objectives that are feasible but demanding and refer to specific measurable results. Change must be tracked, measured and evaluated.  The table below could be completed to provide a timeframe from the most immediate to longer-term objectives.  Each union will complete this differently reflecting unique situations. Evaluate each objective on how well it meets the S.M.A.R.T + C criteria outlined above.  

Some Key objectives for unions in transition could include:

A: To increase the amount of dues money collected from local unions by 50%.

B: To increase the number of shop stewards trained by the Branch unions by 25%

C: To increase the number of women in leadership positions by 30%

D: To find office space for 20 staff members.

E: To increase professional staff by 5% a year for the next three years.

F: To have youth sections in four branches in the next year.

	Objective
	 One Week
	 Six Months
	One Year
	Two Years

	A
	 
	 
	 
	 

	B
	 
	 
	 
	 

	C
	 
	 
	 
	 

	D
	
	
	
	

	E
	
	
	
	

	F
	
	
	
	


Defining the Objectives to achieve the Goals.  Complete Appendix 11.

The following example illustrates the differences between goals and objectives for a union whose goal is to establish a functioning Center for Privatization and applying the SMART +C criteria. 

Center for Privatization.

1. Establish a functioning office.
Find an office space for the Center for Privatization in the union building.
Provide technical equipment necessary for a functioning office, computers, fax and telephone.
Recruit 6 staff for Center.
Secure funding necessary to pay staff and other costs necessary to keep the Center functional.
To be completed in next three months.

2. Establish a Data Base on literature and Information about Privatization.
Obtain necessary literature on privatization, domestic and foreign on privatization.
Have foreign literature translated.
Have staff review literature and research on privatization experiences in transition economies.
To be completed in second three months.

3. Have working knowledge of Governments Privatization plans.
Collect privatization literature provided by government, legal procedures, models, draft contracts, information on shareholding.
Have staff review all government literature.
Edit all material into bulletin or brochure format.
Print texts in user-friendly form for the members.
To be completed in second three months.

4. Develop an education Program on Privatization.
Develop a training program from information collected and developed in points 2 and 3 above.
 Recruit potential instructors for the Privatization Center.
Organize a seminar for the trainers.
To be completed by end of third three months.

Applying the S.M.A.R.T. + C.: 

· Are the objectives specific? 

· Are they measurable? 

· Are they achievable? Not just possible, but capable of success. 

· Are they relevant to the mission?  

· Are they time related? Do they have a timeline? 

· Are they challenging? Do they promote improvements important to union members? 

Chapter 8.  Developing Successful Strategies.

Strategy is the particular means by which you seek to fulfill your mission and achieve our goals and to move toward your vision, within the context of your values. 

This takes us to the heart of strategic planning. For the union this is not business as usual.  If the question is how will the union accomplish its goals, the answer is in the strategy it chooses.  In the simplest terms an executable “strategy” is the answer to the question “How are you going to get things done?”  Strategy is getting it right and doing it right. Strategy is a pattern of actions over time linked to the mission and connected to goals and objectives.  While goals and objectives detail what we want to achieve, strategies indicate how they will be achieved. The objectives outlined in the previous chapter indicate the aims of an initiative, the strategies suggest the paths to be taken. Important questions must be answered including: 

· How can the strategy strengthen the organization?

· Which strategy will be most beneficial?

· Are there alternative strategies to achieve the goal?

· Who should / must be involved and how?

· Is the strategy sustainable with the given resource base?  

Types of Strategies:

Essentially, there are three basic types of strategy: organizational, programmatic, and functional. They differ in focus.

· Organizational strategies: How does a union rationalize its structure and outline the plan for organizational development (e.g., collaborations, mergers of branches, relationship of Center to branch organizations). 

· Programmatic strategies: Develop expertise to manage and deliver programs (e.g., education, research, legal). 

· Functional strategies:  Outline the management of administration and support needs that affect the union's efficiency and effectiveness (e.g., develop a dues system to allow the union to function.). 

There are several ways to develop and drive the strategies:

· Assign strategic elements to multiple teams. The teams may be homogeneous or highly diverse, incorporating a cross section of union members from different hierarchical levels. 

· Assign the entire strategy to a single team representing a cross section of the union. 

· Assign developing the strategy to an individual who is responsible and accountable for its completion. 

· Distribute various portions of the strategy over organizational work units. 

There is no one best method to develop the plan. The “team” should, however, describe the desired outcome and timeline and establish rules that clarify accountability, authority and resources allocation.

Strategic Decision Making.

Strategic decision-making is a circular process that helps the union in addressing issues.  It includes a number of characteristics including: 

1. How the key questions should be framed? 

· Think clearly, be thorough, envision multiple scenarios, anticipate unintended consequences and have a fallback positions in place if things do not go as planned.

2. How and where we get the information upon which planning decisions will be based? 

· Remember, sophisticated research that doesn't focus on the real strategic needs of the union is misguided and needs to be better channeled.

3. How to ensure good decisions are made in planning? 

· Connect strategic objectives to everyday activities of the union.  

4. How to monitor our strategic decisions over time to ensure they are effective?

· Collect information to advance and maximize the impact of the plan. Information generated by proper monitoring should take priority over “conventional” wisdom.  

Therefore:

· Do not use poor analytical tools to support strategic decisions. Poor analytical tools devalue good information. Apply the information to enhance knowledge. 

· Be expansive when looking for input, but keep it realistic. Strategic decisions are often impaired because of failure to leverage the views of activists. 

· Use information to emphasize the unique qualities of this union.  

· Does the information clarify the mission or should we change our focus.

· Use the information to overcome internal bias.  Look for evidence that challenges as well as confirms leadership beliefs, and so justifies their leadership. 

How to develop strategies

Strategy formulation combines the best data and intuition.  Critical issues are matched against the strengths and skills of our membership and activists.  Unions serious about the process synthesize opportunities and strengths to decide the best course of action.  In summary terms: 

· Organize a brainstorming meeting. 

· Review the targets and agents of change.

· Review your vision, mission, and goals. 

· Clarify the objectives related to each goal.

· Develop the best strategies to achieve objectives.
Criteria for developing strategies.

Successful strategy requires determining the best way to achieve the results intended by the objectives.  More than one strategy may be needed.  

· In choosing strategies, costs, benefits and anticipated consequences should be evaluated.

· If a strategy is implemented, will the objective be achieved?  If not, why use this strategy?

· Authorizing people to take the necessary actions outlined in the strategy?

· If the strategy depends upon a capital expenditure (e.g. buying computers), can we pay for this equipment?  If not, how do we plan to raise the funds?

Strategies should (using the Privatization Center as an example):
· Give overall direction.  Strategies to fund the Privatization Center could include increasing membership dues, changing the way membership dues are allocated, applying for grants or requesting assistance from the international trade union movement; four possible approaches to meet the goal and forward the mission.

· Reach those affected. An education strategy could be used to train community activists to understand and monitor the privatization to better ensure transparency and reduce corruption.

· Fit resources to opportunities. This is linked to the SMART+C formula.  What assets and resources are available and how can we increase these resources?

· Build alliances and deter opponents.  Good strategies help reduce resistance and enhance the value of activities to members and social partners who support our initiatives.  For example the Privatization Center develops a program on the impact of privatization on women that also solidifies contacts with women’s groups who may become potential allies on later campaigns. 

Linking Objectives to Strategies.

Using the Privatization Center if the objective is to establish a functioning office.

Possible strategies could include:

· Providing an office in the union building.
Closing the office of another department or moving this office to another location.
Share office space with another department.
Find an office in an alternative location.

· Purchase, borrow or receive as donations technical equipment necessary for a functioning office.
Take equipment from another office.

· Staffing requirements
Recruit 6 staff for Center.
Re-assign current staff to the Privatization Center.
Have volunteer’s work at the Privatization Center.

· Financial obligations.
Secure funding to pay staff and costs needed to keep the Center functional.

What is the difference between strategies and tactics?

This is a question originates in the militaristic roots of strategy and tactics in war.  It is often difficult to say that something is a strategy and another is a tactic.  The lines do blur, but some general differences can be made.  

1. The strategy is the overall game plan that has a grander scale.

2. Tactics are what we use to achieve the game plan. 

If the union strategy is to increase its membership to have better coverage of collective bargaining agreements, the tactics can be found in the types of organizing campaigns we use.  Do we, for example, try to encourage members of other union confederations to defect to us by offering them something they cannot get from their current union?  Do we agree with other confederations on how to work collaboratively to increase membership of both Confederations?  In both cases the strategy is to increase membership covered by collective bargaining agreements, but the tactics are different, one conflictual the other cooperative. 

The scope of the action is also different.  Strategies tend to be broad, whereas tactics are more narrowly focused and specific.  Tactics are therefore more fluid.  In the militaristic analogy, strategies are deployed and tactics are employed.  This provides us with the introduction to the next phase of the process, developing an action plan for our organization.

Chapter 9.  Developing an Action Plan 

Action Plans:  The specifics of who will do what, by when, at what costs.  These consist of:

· Action steps (what will be done) 

· People responsible (by whom) 
· Date completed (by when) 

· Resources required (costs) 
It is important that objectives, strategies and action plans are reasonable, grounded and not dependent upon sources of outside support.  The union that talks about what it will do when it has funds often uses the lack of resources as an excuse for not addressing problems. This distracts from building union strength by concentrating on excuses for weakness.  The priority must be building the union not becoming a recipient of outside funds.

A: Developing the plan.

“Planning without action is futile; action without planning is fatal.” (Anon) 

What is an action plan?     An action plan is like a blueprint or roadmap that defines how we get to where we want to go and the steps we need to take to achieve our goals.  It lays out how we will achieve our goals. It explains what must be done, addresses issues and prepares us for the unexpected. It is the engine of the mission and provides the detail for implementation. An action plan lends credibility to the union, enhances the feasibility of our goals, improves our efficiency and effectiveness and builds accountability into our activities. In summary, the action plan is an activities statement that details the tasks to be achieved.  It is the set of tasks, when used in combination that comprise the strategy of the organization.  

Write the action plan as soon as the vision, mission, objectives, and strategies have been formulated. For those who “want to get things done”, this is the core of planning.  But the plan is an element of the broader strategy; we do not have actions simply for the sake of doing something.  The action plan can also be dynamic.  Being strategic means that you can change your tactics to address new problems as they arise.  As such regularly monitor and review implementation. Unless there is a major organizational crisis, the purpose and priorities of our union are less likely to change than the programs or activities needed to achieve them.  Tom Peters refers to this as being “tight on ends and loose on means.”  The union builds a strong agreement on goals while allowing those carrying out the plan to be creative in their methods.  The action plan is a means and the objectives are the ends.

Action plans should:

· Focus on the important issues identified as crucial to the organization.

· Address the critical questions facing the union.  

· Specify who are responsible for completion, in what time-fame.

· Show how goals will be reached. 

· Be developed for each major function, with sub-plans as necessary.

· Ensure each person in leadership contributes to the mission. 

The format of the action plan depends on the needs of the union. For each major function of the union it might specify:

1. The objectives(s) to be accomplished.

2. How each objective contributes to the overall strategic goals.

3. What is to be accomplished?

4. How those results will be achieved.

5. When the results will be achieved.

6. How the results will be shared with members.

Finally, remember the following:

· Action desired: Quantitative objectives are easier to focus on. For example, "Visit 5 local unions" instead of "Visit locals". Qualitative objectives are important but more difficult to evaluate. What guidelines or criteria will be used?

· People involved: Never assign work to someone who is not present, nor punish idea generators by giving them all the work. Make sure you know who will receive the finished product.

· Time required: You must know if the task will take 5 days or 5 weeks. Even a rough estimate helps people involved gain perspective.

· Progress checks: Set a schedule, and monitor to ensure that targets are met.

· Deadline dates: Organize in a logical order and allow a little cushion for delays but set reasonable deadlines.

· Resources required: What is needed?  Do you have it?  What cooperation is needed? 
· Evaluation: What progress has been made? What lessons have been learned?

Tips for planning meetings
When the union wants to be strategic remember to plan your planning meeting! They can be more productive, effective and efficient with forethought.  The following tips provide guidance.

· Be efficient.  Have an agenda and keep to it.

· Create a safe, comfortable environment that supports and encourages participation.

· Be inclusive and make it easy for all to contribute.

· Be prepared for conflict. 

· Record what happens. 

· Communicate the outcome of meetings.

B.  Writing the action plan

The action plan is the blueprint for union staff; write it clearly.  Explain the data and selection priorities.  Members are likely to have their own priorities; therefore help them understand the rationale that supports the selection.  A well-written plan aids implementation and stimulates involvement; it describes logically how the goals will be achieved including:

· What action will occur? 

· Who will carry it out? 

· By when (or for how long)? 

· What resources are needed including financial, material and human resources?

· Communication (who should know what?).

· Performance measures that show when we have succeeded.

The action steps are the stages of the campaign. Try to escalate activities and increase the intensity of membership involvement. The action steps are the workable ways to reach the goals, help prepare for the unexpected, and save time, energy, and resources. 

How do you identify action steps?

· Determine what your union is really good at. 

· Brainstorm different ways these strengths can be used to bring about change. 

· Identify obstacles to change and decide how best to remove these barriers through the deployment of people and resources.
· Identify what excites and motivates the membership.
· Set targets for specific actions in a timeline and resource implications.

· Make the targets data driven.  (SMART+C.)

Criteria for Action Plan: 

· Complete as possible with detail.

· Comprehensive as possible to cover all contingencies expected. 

· Clear as possible so anybody reading it understands the plan. 

· Concrete and very specific. 

· Current and up-to-date.

Make the time line visible to all the participants involved in the program. Action Plans are the detail. Once a draft has been completed have the leadership review it for consistency with the mission, goals and objectives.  When completed start implementation.

Chapter 10: After plan is in place:

Once the plan has been developed and put in place what next.  There are four basic steps to round out the process.

· Implement. The hardest part of strategic planning is to do what you planned. Be alert to opportunities for action that improve your plan and adjust as needed. Implementation takes will and discipline.

· Monitoring and Evaluation. The monitoring process should be in the plan and specific reviews be agenda items at relevant meetings. A progress review should be held quarterly that evaluates assumptions and the validity of objectives as well as discussing unanticipated events that affect the plan. 

· Communicate. Share the strategic plan throughout the union. The more people who know what you are trying to achieve, the more ideas will develop. 

· Update. A more thorough review and update should take place annually and changes made to clarify the plan.
Plan Implementation.

Implementation requires answering these questions: 

· How can people be organized to carry out the plan? 

· Who takes responsibility for what? 

· How will we know if we are successful?  

· What measurements can we use to evaluate our progress?

If union leadership is isolated from the members, activists can feel cut off from decision-making.  People are often reluctant to relinquish any power, authority, or status attached to their position.  A plan that threatens, or creates the perception of threat, power or status will be difficult implement.  Changing the culture of a union is a process of evolution and small incremental moves. It is neither a revolution nor a quick fix, and it is not easy. It can lead to division between elected officials and staff personnel.  Therefore plan implementation should be as inclusive as possible and be used to strengthen not weaken relationships between elected leaders, professional staff and the rank and file membership.

"How will you know when you are done?"

This basic question must be answered.  The team needs to know what the change will look like. Monitoring and evaluation is what happens after work has been completed. For example, an education objective might be to achieve a 20% increase in the number of participants involved in the program or trained or “certified” instructors.  Was this achieved?  

The purpose of evaluation is to consider whether the union is:

· Working to achieve its objectives 

· Meeting the needs of its members 

· Giving good quantity and quality of services 

· Working in the most efficient way 

Planning is never really finished; there are cycles of more or less intense activity.  If your plan is for two years with a one-year operating action plan, build in an evaluation schedule to ensure commitment is maintained and that strategic thinking continues to guide action. Monitoring helps answer the following questions: “What did we do?” “How do we know we did it?” “How effective was the program?” “What did we miss?”  “What should be changed?”

Performance measures provide indicators for the plan.
  Try to define them as tightly as possible before the plan is implemented.  Decide the information required both quantitative (figures, number of) and qualitative (people's opinions, case studies). Tracking allows the union to know what progress is being made and what roadblocks are in the way. 

In order to track well the following guidelines are important.  

· Specify all objectives, responsibilities and timelines for there completion.

· Clearly describe the process used to develop the plan, who was involved, the number of meetings, any major lessons learned to improve planning the next time around.

· Provide information generated during the external analysis (for example, environmental scan) and internal analysis (for example, SWOT analysis), and the strategic issues identified during the analytical stage.

· Goals for Board and Chief Executive Officer -- Goals of the Presidency should be directly aligned with goals identified during strategic planning including any recommendations for internal restructuring associated with the strategic goals.

· Budget planning means providing information on the sources of funding and projected expenditures.  What resources do we need to implement our plan and where does it come from? Budgets are often depicted for each year of the term of the plan.

· Operating Plan -- Describes the major goals and activities to be accomplished over the next year.  Follow the operating plan with regular monitoring and reporting of progress.

· Financial oversight and reporting is used to ensure that the plan is operating within the financial capabilities of our union.

· Monitoring and Evaluation of Plan -- Include criteria for monitoring and evaluation, and the responsibilities and frequencies of monitoring the implementation of the plan.  This should allow us to generate realistic and appropriate measures of our progress.

The performance measures we use should be:

Results oriented:
Focus on outcomes.

Selective:

Concentrate on significant indicators of performance.

Reliable:

Data that is readily collected or organized.

Useful:

Yield information that can help make reality-based decisions.

Shared:

To ensure accountability.

Cost effective:
If information costs too much to get it’s probably not a good indicator.

Performance measures link activities to stated goals.  It is the practical application of the SMART+ C criteria discussed earlier.  Three are outline below.

1. Outcome Measures:  Impact indicators of what we have done.  The plan calls for the education of shop stewards about the new labor law.  The outcome is the number of stewards educated and perhaps as a result of the training, the concessions won from management who violated the law.  Another outcome measure is the number of recruited members in an organizing drive.

2. Efficiency Measures:  This is an input-output measure to help evaluate projects.  For example, does the amount of money spent on organizing result in an increase in sufficient dues paying members to cover the cost of organizing; will new dues cover these costs in one, two or three years?  The longer the period, the less cost effective the drive, leading us to ask questions about the strategy.

3. Output Measures:  This is raw count data.  If the Education Center planned on presenting 63 seminars in a year and reaching 800 union members, what did they do?  If they did more than 63, was it within the budget?  If less, by how many?

The measures should enhance our ability to respond if the strategy is not working including re-prioritizing of tasks to improve our campaign.  Allow the membership to give feedback on what you are doing.  Even if you do not agree with the comments listen.  Many people were organizational heretics, before being recognized as progressive thinkers.  The “Galileo” factor applies to unions as much as other organizations.

The measures should be logically related to the goals and strategy; accurate and reliable as well as being cost effective.

There is value in the monitoring and evaluation of strategic plans.  Monitoring and evaluating plan activities and implementation is as important as identifying strategic issues and goals. Monitoring and evaluation should ensure that the union is following the direction established during strategic planning.  A good plan builds in the function of reflecting on experience. A union can learn a great deal about itself and how to manage it by continuing to monitor the implementation of strategic plans.

The responsibilities for monitoring and evaluation should be specified in the plan document along with those who are responsible for achieving each goal and objective.  It will also specify responsibility for decision-making in the light of the outcomes achieved by the plan.  The presidency of the union should receive regular updates of the implementation process.

What are the key questions regarding monitoring and evaluation?
1. Are goals being achieved or not? If they are, then acknowledge and communicate the progress. If not, then consider the following questions.

2. Will the goals be achieved in the plan timeline? If not, then why?

3. Should the deadlines for completion be changed?

4. Do personnel have adequate resources to achieve the goals?

5. Are the goals and objectives still realistic?
6. Should priorities be changed to put more focus on achieving the goals?

7. Should the goals be changed (but know why our efforts are failing before changing goals)?

8. What can be learned from monitoring to improve future planning, monitoring and evaluation efforts?

Evaluations.

In general 20% of effort generates 80% of the needed results. It's better to do what might turn out to be an average effort at evaluation than to do no evaluation at all. Many program evaluations generate information that is either impractical or irrelevant. For a resource strapped organization like a union in a transition economy the program evaluation must be carried out in a realistic and practical fashion. 
Many people believe evaluation is an activity that generates lots of boring data with few meaningful conclusions, and fewer recommendations. As a result, evaluation reports tended to reiterate the obvious and leave leaders disappointed and skeptical about the value of the evaluation process in general. Good evaluation focuses on utility, relevance and practicality as much as scientific validity. Evaluation is not about proving the success or failure of a program. Success evaluation is remaining open to continuing feedback and adjusting the program accordingly. Evaluation gives you this continuing feedback. Evaluation need not be complex nor include the use of outside experts. What you have to consider is what information is needed to make good decisions about program issues or needs. 

A union program stems from its mission and the accompanying goals.  Each of these goals often becomes a program such as educational services to the membership. Programs must be evaluated to decide if they are useful to members.  Program evaluation is carefully collecting information about a program or service in order to make necessary decisions about its operation.  It can include needs assessments, cost/benefit analysis, effectiveness, efficiency, and goal-based outcomes. The type of evaluation you undertake depends on what you want to learn about the program. Be clear about what you need to know to make the decisions you need to make and how you can collect and understand that information.

Program evaluation is helpful when it helps the union:

1. Understand, verify or increase the impact of services for members in terms of either quality or quantity. 

2. Improve delivery mechanisms to be more efficient and less costly. Evaluations can identify program strengths and weaknesses to improve the program.

3. Verify that you're doing what you think you're doing; is the program running as originally planned.

4. Produce data or verify results that can be used for promoting services.

5. Produce valid comparisons between programs to decide which should be retained increased, reduced or eliminated.

Planning an evaluation depends upon what information you need to make your decision and your available resources.  While leadership often wants to know everything about services or programs, limited resources force them to prioritize what they need to know to make current decisions. The more focused you are about what you want to examine, the more efficient you can be, the shorter the time it will take you, and it will cost less.

Key Considerations:

Consider the following key questions when designing a program evaluation.

1. What do you want to be able to decide as a result of the evaluation?

2. Who are the audiences for the information from the evaluation?

3. What kinds of information are needed to better understand the service, for example a privatization center; the members expectations; or the strengths and weaknesses of the program.

4. Where will we find the most relevant information?

5. How will we collect information, by when and using what resources? 

There are three broad based types of evaluation; goals, process and outcomes based evaluations.  Goal-based evaluations examine if programs are meeting predetermined goals. To develop such an evaluation ask the following:

1. How were the program goals established? Was the process effective?

2. Is the program progressing toward achieving the goals?

3. Will the goals be achieved inside the timelines set? If not, then why?

4. Do personnel have adequate resources to achieve the goals?

5. How should priorities be changed to put more focus on achieving the goals?

6. How should timelines be changed?

7. How should goals be changed? Should any goals be added or removed? Why?

8. How should goals be established in the future?

Process-based evaluations reflect our understanding of how a program works. There are numerous questions that might be addressed in a process evaluation including:

1. On what basis do members decide if union services are needed?

2. What is required to deliver the services?

3. Is staff trained to deliver the product or services?

4. How is it decided on which members receive what services?

5. What do members consider to be strengths of the program? 

6. What does staff consider to be strengths of the program?

7. What typical complaints are heard from members?

8. What do members recommend to improve the program?

9. How is it decided that a program is no longer needed?

Outcomes-based evaluation requires asking if the union is really engaged in activities that bring outcomes you can verify to be needed by your members.  Positive outcomes usually include enhanced education and training or improved conditions of work. This is not to be confused with program outputs such as the number of members receiving training.

Good evaluation method is connected to:

1. Information needed to make current decisions about a program?

2. Information that can be collected and analyzed in a low-cost and practical manner.

3. Accurate information.

4. Complete information.

5. Credible information.

6. Comprehensive information.

7. A good analytical basis to interpret information.

How often should we review?  The frequency depends on the nature of our union and the environment in which it is operating. Unions in transition confront rapid change and may want to monitor implementation of the plan at least on a monthly basis.

It is also important to write down the status reports that address the core issues involved in the plan; track the trends in our progress; and make recommendations for further actions.  If we are going to make changes in the plan, know why we are deviating by having a solid understanding of what’s going on and why.  The plan should contain guideline mechanisms for change including, what is causing change to be made; why the change should be made; the proposed changes including allocation of responsibility and any new timeline; track the “life” of the plan.  
How to ensure successful implementation.

Organizations and their leadership are often reluctant to commit time and resources to planning because of the fear of the plan "ending up on the shelf."  What can the union do to ensure this does not happen?

There are three areas that must be addressed to ensure that planning is valuable and useful: 

· The process that is used to develop the plan can guarantee its success or failure. Ease of use is often a result of how the plan was created. Remember the long-term benefit may be in the planning not the plan document.

· The format of the plan will influence how and when people use it.  Complex, outdated documents are doomed to remain on the shelf. Keep it simple.

· Leadership's use and respect for the plan influences its acceptance by staff and members. Why should staff work on the plan if the Executive does not?  Leadership commitment is essential.
Potential Barriers to Successful Implementation.

Staff resistance to a changing system: Change is difficult and strategic planning should generate change.  Staff members may sabotage the process through passive resistance or developing counter strategies. 

High expectations versus limited resources: The team plans major changes without the resources needed, or that resources will be taken from other “favorite” projects of leadership.  

Minority-position views ignored: Some people consistently find themselves advocating positions not shared by others and their opinions ignored.  A good plan will demonstrate how consensus-building processes can be used to recognize and resolve these types of conflicts. 

Ensuring the Plan Has Impact 

To ensure a strategic plan has an impact consider the following.

Process Elements:

· Engage leadership 

Include informal and formal leaders. Such involvement reflects organizational priority.

· Work from a common understanding 

Provide training and establish expectations promoting consensus about the goals.

· Include individuals who will implement plan 

Encourage staff involvement helps promotes plan implementation and realization.

· Address critical issues for the organization 

Confronting and resolving critical issues supports the plans credibility and priorities.

· Agree on how the plan will be implemented. 

Who will implement which parts of the plan and evaluate progress.

Content Elements: 

· Include an internal and external focus 

Remember to address structural, board/staff development, and communication issues. 

· Do not get too detailed 

The plan provides the framework, direction and priorities. Overly specific plans are quickly outdated. 

· Create a balance between the dream and reality 

Ensure the plan provides motivation but is grounded in reality.

· Keep language, concepts and format simple 

Ensure the language is easy to understand and keep the document user friendly.

Usage Elements:

· Use the plan as a leadership tool 

Use for short-term guidance and decision-making.

· Incorporate the plan in everyday management of the union. 

Integrate the plan into day-to-day activities related to the mission.

· Organize union work in the context of the plan 

Goals and activities are guided by the plan.

· Design a system for controlling the process 

Ensure there are mechanisms (reports) to inform leadership on progress.

Evaluations should: 

· Relate to the planning document. 

· Show to what extent objectives were met and targets reached. 

· Indicate unforeseen positive or negative effects and results. 

· Compare the implementation with the work plan and timetable. 

· Analyze difficulties and progress made during implementation. 

· Describe the impact of the project on targeted groups. 

· Indicate lessons learned.

· Specify problem areas and how progress is to be made. 

· Describe how evaluation results will be used for future activity. 

· The final report should also include an audited financial report. 

Communicating the Strategic Plan

Having a strategic plan gives transition unions an opportunity to communicate with its members and outside bodies.  The government, International Financial Institutions, donors, and non-members are all possible communicate targets.  A communication plan helps build involvement in implementation and be a mechanism for feedback.  A plan well communicated it serves as a recruiting mechanism of volunteers.  For example, a strategy on pension law reform communicates commitment to pensioners and serves to increase membership involvement, supports union building, is pro-active and it demonstrates leadership.

Keep the message simple.  If you cannot sum up the issue a few brief sentences, you do not understand the issue well enough yourself.  Those working on the plan should be very familiar with what we are communicating.  We have to explain the need for change in language that people understand.  This is a time of turmoil and upheaval, and while the membership may understand in theory that change is necessary, what is a lot less clear is the type of change and how they will accept these changes.  Uncertainty is a major problem that union members face in transition.  The clarity of the message is therefore very important.  Explain the plan proposals in terms of how it will affect the members and anticipate the questions members will raise and provide solid explanations that can ease fears and boost commitment.

A good plan allows two-way communications enabling the union to gather from the member’s ideas that may strengthen the tactics being employed.  Ensure that those deploying tactics are informed about progress and not find out from outsiders what is going on.  Use communication to build participation in future initiatives.

In the communication process certain union members might get complete copies of the plan, while other groups (usually outside of the organization) might receive a synthesis of the plan.  Who should get what information is a political question.  As a rule of thumb the following provides a reasonable guideline for most union organizations.

1. Every member of presidency should get a full copy of the plan.

2. Consider distributing the plan to members. 

3. Post your mission, vision and values statements in your main offices. Print key statements on membership cards, education materials, publications and news releases.

4. Publish portions of your plan in your regular newsletter and brochures.

5. Train board members and staff about the plan.

6. Consider providing selected sections of the plan for outside groups.

Finally, update the plan if the review and evaluations indicate this is necessary.  This should not be done without careful consideration of all the information. Be sure to communicate the reasons for the changes so that all members know why the change I policy has occurred.

Conclusions.

So having gone through this process, what is a union strategic plan?  It is basically a document that summarizes why the union organization exists, what it is trying to accomplish and how it will go about doing it.  It is not an end in itself, but a means to achieving the purpose of our union. Its audience is in particular the membership, who wants to know the unions most important ideas and program of action to bring those ideas to life.  It is the priority statement that is educational and provides guidance.  The more concise the document, the more likely it will be used, and more importantly, useful in guiding union activities.

Strategic planning helps the union learn to position itself to prosper in any future, and transform planning into a process that helps not year to year but year after year.  Planning can challenge established perceptions; recognize new opportunities; and provide the tools to build a better, future-driven organization. Thinking strategically is truly a leadership function.  It is not the answer to all the problems unions confront in transition economies, but it can help them craft solutions. Privatization and “marketization” provide new environments as economies change.  Globalization, competition and integration into world markets mean that old inefficiencies will become unacceptable, workers will be laid off, and the process of their re-integration into the market economy slow and painful. The logic of labor-management relations will change, as will the methods of accommodation.  Resistance to production innovation will become more difficult as unions face the need to help employers become more competitive. In order to offer viable alternatives to managerial proposals, the unions have to posit strategically beneficial proposals for both parties.  Interdependence creates opportunities to influence management even in the public sector where unions face budgetary constraints, less financial flexibility, and contract work, or privatization phase 2.  Unions must be key players in reform as government becomes less engaged.  Change creates new demands and unions must be able to respond.

A good strategic plan is a living document that has flexibility and can be changed in response to the environment and union performance. A major value of planning lies in developing a common language, clarifying assumptions, and collective decision-making. Strategy sets the direction for action in order to close the gap between where we are and where we want to be. The key is to continuously fit the tools and techniques of planning with the union's culture, capabilities, environment, and desired outcome and don’t be afraid to modify as needed. 

At the bottom line, the exercise of planning is closely attuned to the need for the union to provide improved services and programs to the members.  Unions are membership organizations and this must be the primary focus.  In the transition environment, there is a need for organized organizing and unions reconstructing themselves in the face of new challenges.  In order to do this unions must become better-managed organizations. 
 Unions in transition will survive or fail on the basis of what they themselves do. They may be buoyed up with the assistance of international bodies such as the International Confederation of Free Trade Unions (ICFTU), World Confederation of Labor (WCL), European Trade Union Congress (ETUC), Global Union Confederations (GUF’s) or the American Center for International Labor Solidarity (ACILS), but these are short-term palliatives.  The sooner they become independent of these bodies the better.  The answer is not outside, it is within.  It is hoped that this manual will contribute some way towards achieving this goal and help unions provide the decent standard of living for workers and their families that has not been available for many decades.

Appendix 1a. Understanding the Internal Dynamics.

Directions: Below is a series of statements to describe the internal dynamics of your union.   Please indicate your views by "circling" the appropriate response.  

Strongly Agree
   Moderately Agree  
No Opinion   Moderately Disagree   Strongly Disagree
1. I am proud of the quality of the services of our union.

SA

MA

NO
 
MD
  
SD

2. The Union informs me about issues that are important.

SA

MA

NO

MD

SD

3. I have the authority to correct problems as they occur. 

SA

MA

NO

MD

SD

4. Information flows openly between headquarters and regions.

SA

MA

NO

MD

SD

5. Policies and procedures are explained adequately.

SA

MA

NO

MD

SD

6. My ideas and opinions count.

SA

MA

NO

MD

SD

7. Union staff are treated fairly regardless of gender.

SA

MA

NO

MD

SD

8. I often feel frustrated at work.

SA

MA

NO

MD

SD

9. I feel a strong sense of loyalty towards my organization.

SA

MA

NO

MD

SD

10. The union provides opportunity for me to upgrade my skills.

SA

MA

NO

MD

SD

11. I am very satisfied with my job. 

SA

MA

NO

MD

SD

12. I trust the leadership of this union. 

SA

MA

NO

MD

SD

13. My values are similar to my unions. 

SA

MA

NO

MD

SD

14. Leadership treats members with respect.

SA

MA

NO

MD

SD

15. We are encouraged to solve problems as a team.

SA

MA

NO

MD

SD

16. My union practices its values. 

SA

MA

NO

MD

SD

17. My job makes good use of my skills and abilities.

SA

MA

NO

MD

SD

18. Leadership practices what they preach. 

SA

MA

NO

MD

SD

19. I have the resources I need to do my job effectively.

SA

MA

NO

MD

SD

20.  I am often overworked 

SA

MA

NO

MD

SD

What do you think would be the typical answers from the rank and file membership of your union to these questions?

Appendix 1b.  Strategic Planning self-assessment. 

Rate your union's performance with regard to the most critical elements of good Strategic Planning by responding to the statements:  1 = Strongly Agree.   2 = Agree.  3 = Disagree.  4 = Strongly Disagree.

	1. Leaders take formal responsibility for the organization’s Strategic Planning. 
	

	2. Strategic Planning is a top priority performed on a regular basis. 
	

	3. Our organization has written goals and objectives. 
	

	4. Our objectives are measurable and have associated action plans with a time frame and specific resource allocations. 
	

	5. Our union regularly assesses its operating environment including information about members and employers.
	

	6. External analysis identifies key opportunities and threats. 
	

	7. Our union analyzes its operations objectively. 
	

	8. Internal analysis identifies union strengths, weaknesses and competencies.
	

	9. After reviewing our internal and external analysis, the strategic diagnosis culminates in identifying key strategic issues. 
	

	10. Our union has a written strategy and makes strategic decisions based on the Strategic Plan. 
	

	11. Our union clearly assigns responsibility for action plan implementation and reconciles resource allocation and availability. 
	

	12. Our union has an organized system for monitoring strategic progress. 
	

	13. Our union reviews its strategic progress regularly and revises strategic decisions as appropriate. 
	


Appendix 1c:  Membership Assessment Questionnaire

	
	Agree
	Not sure
	Disagree
 

	The union has clear goals/common vision
	
	
	

	The union has workable strategies
	
	
	

	Central leaders are in touch with staff/members
	
	
	

	The union uses its resources/staff effectively
	
	
	

	Union structures function properly
	
	
	

	Shop steward committees are strong
	
	
	

	Union is financially stable
	
	
	

	Union should be political party neutral
	
	
	

	Union has strong legal support for workers
	
	
	

	Union has been successful in organizing
	
	
	

	The union provides the necessary education to members on the issues of transition.
	
	
	

	Young workers are welcome in the union
	
	
	

	Women are fairly represented in leadership positions
	
	
	

	Union negotiates strong collective agreements
	
	
	

	The union has a good communications network
	
	
	


Appendix 2A.  Background Review for Union planners.

Unions can make this exercise as comprehensive as is required.  The point is to have a strong understanding of the demographics and dynamics of the organization.

Current Membership:

· # of members.

· Male / Female breakdown.

· Age breakdown.

· Length of membership breakdown.

· Location of worksites / employment units.

· Ethnic, religious, language, or racial breakdown

Where is membership weak?

· Job classifications

· Regions

· Certain demographic groups, youth or racial minorities.

Financial Standing of the Union.

· Income level.

· Income sources, dues versus outside donations.

· Patterns of expenditures.

· Financial asset base of the union.

Paid Union Staff.

· How many and where are they located.

· Qualifications, training and experience.

· Areas with no staff, functional or regional.

· Training program in place for staff development.

Structure of the union.

· # of branches, their functioning level.

· Regional level, structure and functioning.

· Enterprise level, structure and functioning.

· Adequacy of the shop steward structure.

Is the union structure adequate for the development and growth of the union?  If no, what changes are needed? 

After the background analysis how does the union develop a strategic plan to better address the situation it confronts in transition economies?

For example, describe the labor market and the trade union situation in the country paying attention to problem areas.

· What is the trade union situation? 

· Number of organized and potential members. 

· Number of unions, national centers, co-operation between unions? 

· What is the cause of the problem?  E.g. privatization, poor working conditions, low wages, excessive number of accidents, child labor, or other prevailing conditions.

· What is the political and economic situation?
Relationship with political parties.

· Relationship with government at national, regional and local levels. 

· Investment in the economy including Foreign Direct Investment (FDI).

· Is your country involved in the Poverty Reduction Strategy Paper process? 

· What is the labor market situation?

· What is the average income of the workers overall and in the particular industry in question? 

· How is the employment situation? 

· Structure of trade union and/or national center. 

· Offices 

· Full or part-time officials. 

· Number of collective agreements; national, regional, company, plant. 

· Financial situation. 

· Dues paying system: Fee per member, total income from membership dues per year. 

· Dues collected by check-off. 

· Other sources of income. 

· Main activities within the union or national center. 

· Organizational 

· Educational 

· Collective Bargaining

· Legal Support

· Political Involvement

· Gender distribution among membership and officials. 

· How has this changed in the last ten years?

· Existence of a Women’s Section.

· Involvement of Young people in the Union.

· Number of workers under thirty who are active in union.

Existence of a Youth Section.

Appendix 2B: Strategic Planning Checklist 

The following checklist was developed by Beryl Levenger for Non Governmental Organizations (NGO’s) and adapted for trade unions.  It can be used to assess union readiness to engage in planning and willingness to change operations and programs to respond new conditions. 

The union is ready to engage in strategic planning if each of the following conditions prevails (record yes or no as appropriate): 

1. There is a willingness to work toward developing the best fit between the organization and its external environment by examining the following questions: 

· Where are we going? (mission) 

· How do we get there? (strategies) 

· What is our blueprint for action? (action plan) 

· How do we know if we're on track? (control) 

Yes___ No___
2. Can consensus be reached on the following issues? 

· Who are we? 

· What are the basic social and political needs we exist to fill? 

· What do we do to recognize or anticipate and respond to these needs? 

· Who are our key stakeholders and how should we respond to them? 

· What are our philosophies and core values? 

· What makes us distinctive or unique? 

Yes___ No___
3. There is an absence of impending doom and crisis. 

Yes___ No___
4. There is deeply held commitment on the part of top leadership to engage in strategic planning. 

Yes___ No___
5. There is a shared understanding about the nature of strategic planning among members. 

Yes___ No___
6. Do we have competent people willing and able to serve on the strategic planning team? 

Yes___ No___
7. There is ability within the organization to respond to problems with solutions that are politically, ethically, technically, and culturally acceptable. 

Yes___ No___
8. There is agreement on the planning process/model to be used. 

Yes___ No___
9. There is consensus regarding the mandate given to the planning team. 

Yes___ No___
10. There are adequate resources so that the planning team can do the following: 

· Clarify organizational mission and values 

· Identify clients/stakeholders 

· Assess the external environment 

· Assess the internal environment 

· Identify the strategic issues it faces 

· Formulate strategies to manage these issues (options generation) 

· Establish an effective organizational vision for the future 

· Convert the vision into activity plans, budgets, and key result areas that can be monitored 

· Monitor performance "actual" versus "expectations" 

· Make adjustments to the plan 

Yes___ No___
11. There is access to data that reflect the political, economic, social and technological trends that effect the organization's clients, customers, competitors and collaborators. 

Yes___ No___
12. There is access to data that reflect the organization's current resources and performance level. 

Yes___ No___
Appendix 3.  Sample strategic plan.

Sample Strategic Plan

This document sets out a strategic plan. It reviews strengths, weaknesses, threats and opportunities; presents a series of statements relating to vision, mission, values and objectives; and sets out its proposed strategies and goals.

Strengths, Weaknesses, Threats & Opportunities

This strategic plan addresses the following key strengths, weaknesses, threats and opportunities for:

	Strengths: 
	Weaknesses: 

	· Membership survey complete

· Basis for strong leadership team 

· Key first major successful organizing drive 

· Local organizations found around country 

· Very focused staff 

· Well-rounded and managed union
	· Overly dependent on borrowing - Insufficient cash resources 

· Presidency is too narrow 

· Lack of awareness about potential members 

· Need to relocate to larger office  

· Absence of strong legal expertise 

· Over dependence on a few staff 

· Insufficient numbers of women in leadership

	Threats: 
	Opportunities: 

	· Government passes new labor law 

· Rising levels of unemployment 

· Privatization of social assets will cause reduction in membership 

· Size of the informal sector 

· Worker disillusionment with trade unions

· New union confederation taking away membership 
	· Organizing new sectors of the economy

· Work with international trade union movement  

· Development of strong education program

· Opening of a privatization center to monitor developments

· Expand influence of domestic economic and social policy 


Vision

“Our union Confederation will be the strongest in Serbia and provide the highest standards of economic, social and political justice for our members and their families.”

Mission Statement

"The mission of this union is to build a strong confederation through a comprehensive initiative to promote worker rights, economic and social justice, and be an active independent voice for Serbian workers.”
Union Values

“This union confederation operates in accordance with the highest standards of union values with its membership, working people and other organizations in our country and communities.  These values provide an ethical core to guide our work and include “fairness”, “justice”, “dignity”, “equity” and “solidarity”, which are core values of the labor movement world-wide. “

Major Goals

The following are the major goals identified for our Confederation in the next two years.

· To develop a functioning Center for Privatization.

· To develop a functioning Education Department.

· To secure a financially stable base and income for the Confederation.

· To introduce functioning Youth Sections in half of the affiliated Branch Unions.

· To introduce functioning Women’s Sections in eight regional offices of the Confederation.

The Objectives for the Center for Privatization:

Establish a functioning office. To be completed in next three months.

Establish a Data Base on literature and Information about Privatization.  To be completed in second three months.

Have working knowledge of Governments Privatization plans.  To be completed in second three months.

Develop an education Program on Privatization.   To be completed by end of third three months.

Key Strategies

The following critical strategies will be pursued:

1. Accelerate collection of material on privatization in country and internationally

2. Extend links with unions dealing with privatization in other countries 

3. Re-allocate a portion of union dues to pay for the Privatization Center.   

4. Expand senior leadership involvement in Privatization issues 

5. Recruit volunteers to monitor local level privatization programs 

6. Develop public policy position on Privatization that will be used in the Social Dialog Process.

7. Appoint a Director of the Privatization Center to coordinate all activities 

The following important strategies will also be followed:

· Locate new premises to house the privatization center 

· Collect information from government on the privatization program 

· Strengthen staff knowledge on the privatization issue. 

· Develop a union group of privatization experts

· Develop a general membership education program on the privatization issue

· Pursue strategic alliances with complementary players 

· Develop a special web page to inform members and the public of the union role in the privatization process. 

Strategic Action Programs

The following strategic action programs will be implemented:

1. The Director of the Privatization Center will prepare a program of activities for the next six to nine months.

2. Staff will be appointed to the Privatization Center in the next month.

3. Branches will recruit key members to be trained as privatization experts.

4. Education Seminars on Privatization will be held in twelve communities in the next year.

5. Union legal experts will write a worker friendly summary of the Governments privatization program.

6. All information collected will be placed on a web page and be available for general consumption by the end of the first year.

Appendix 4.  Environmental Analysis.

Strategic Analysis Data – I. 
Broad Environmental Factors affecting the Union.

This analysis looks at societal, political, and economic trends affecting your union, e.g., recent or pending legislation, demographic trends, or economic environment. 
Political trends: For example elections or party divisions in Serbia and Yugoslavia that could affect programs that would be delivered for union members.

__________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________

_________________________________________________________________________________________________________________________________________________________________________________________________________________________________

___________________________________________________________________________

Economic trends: For example the level of unemployment or the minimum wage.

__________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________

___________________________________________________________________________

___________________________________________________________________________

___________________________________________________________________________

Societal trends: For example problems of young workers or ethnic issues in the community.

_______________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________

_________________________________________________________________________________________________________________________________________________________________________________________________________________________________

___________________________________________________________________________

Appendix 5.  SWOT Analysis.

Prepare lists that indicate the strengths, weaknesses, opportunities and threats facing the union. 

Write down the major strengths and weaknesses of the union and the major threats and opportunities confronting your organization.

Strengths: For example a team who want to make the union a strong voice for workers. 

_________________________________________________________________________________________________________________________________________________________________________________________________________________________________

___________________________________________________________________________

Weaknesses: For example inadequate funding to carry out needed tasks. ______________________________________________________________________________________________________________________________________________________

___________________________________________________________________________

Opportunities: For example build a base of unionism through a strong education program. ____________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________

Threats: For example non-registration of new union local organizations.  ____________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________

Using the SWOT Analysis the union can evaluate critically its position in relation to:

· Itself as an organization including its financial situation 

· Itself as an organization in relation to its structure.

· Its local unions

· Membership of Branches

· Union Confederations

· The Government (s)

· The political parties

· Employers

· Other potential stakeholders as allies or opponents including the NGO Community.

After completing your SWOT analysis, ask these questions:

I.  Can we use strengths to take advantage of the opportunities identified? 

II.  Can we use these strengths to overcome the threats identified? 

III.  What must the union do to overcome the weaknesses to take advantage of the opportunities? 

IV.  How will I minimize my weaknesses to overcome the identified threats?
Appendix 6.  Driving Force Analysis.

Apply assumptions (A, B and C) to the driving force (listed in the left-hand column), and describe the conditions that you think might prevail and affect your union for the factors listed below. 

	Driving Forces
That Could Effect
Future of Your Union
	"A" Assumptions
Best-Case
Conditions/Effects
	 "B" Assumptions
Expected
Conditions/Effects
	"C" Assumptions
Worst-Case
Conditions/Effects

	Employment and labor force characteristics
	
	
	

	Economic conditions (e.g., GNP, productivity, inflation, etc.)
	
	 
	 

	Education (elementary, secondary, higher, etc.)
	
	 
	 

	Communications and access to information
	
	 
	 

	Equal opportunities (women, minorities
	
	 
	 

	Governance (structures and operations as a government)
	
	
	

	Health and human services
	
	 
	 

	International relations (economic, social, political)
	
	 
	 

	Politics (voting, political parties, lobbying, methods of influence, etc.)
	
	 
	 

	Population (growth or decline, composition, distribution, etc.)
	
	
	

	Other
	
	
	


Appendix 7.  Writing  The Union Values Statement.

Values:  represent the core priorities in the organization’s culture, including what drives members’ priorities and actions in the organization. Typically an organization has three to five core values that are the driving forces.  Ask the question “What core values would you build into any new organization of which you are a part?”

Write a statement that succinctly describes the core values that permeate through the union organization.

Appendix 8.  Developing a Vision Statement.

Creating a vision statement.

Definition: An inspiring picture of a preferred future.  Take the core values from the previous exercise and impose them on an envisioned future.  Core values and visions do not change over time.  They are the sometimes considered the “soul” of the organization.  Ask the question: “Can you envision the statement as being valid one hundred years form now?”  If you answer no, there is likely to be confusion because the vision statement should provide lifelong values that guide and inspire the union.  The vision statement embraces core values and an “envisioned” future.  

Set aside time, think about why you union exists, note the key elements you see as essential for the future and draft a short statement that captures your thoughts.  Share colleagues and ask for their feedback.  Revise the vision statement accordingly.  Therefore:

  Prepare a vision statement for your union organization.

1. Brainstorming about the issues:  2. Narrow down the possibilities.  3. Write the statement.

Appendix 9.  Writing a Mission Statement for the Union.

What is your mission? -- What is to be done and why.  It tells us who we are and who we serve, and why we are unique as an organization.  The mission statement should be no more than three or four sentences long and is the common thread that binds the unions structure and its activities. 

Creating a mission statement.

Prepare a mission statement for your union organization. Describe below what you understand your unions mission to be.  List any questions, ideas and concerns you may have about the current mission.  What might be the best mission for your union in the future? What will your union accomplish in the future and who will be served?  The written statement could be structured as follows:
”The mission of the XYZ union is to provide/ produce………(programs or services)………to……….(members / non-members / citizens)………….in order to………etc.  

1. Brainstorm about the issues: 2. Narrow down the possibilities:  3.Write the statement.

Both Vision and Mission Statements should meet the following criteria.

· Expands the boundaries of our thinking,

· Identifies direction and purpose,

· Tells our members about the need and importance of change,

· Promotes commitment,

· Provides focus

· Encourages openness to creative solutions,

· Builds confidence,

· Improves organizational loyalty,

· Improves efficiency.
If not revise or make additions based on feedback.
Appendix 10. Identifying Key Goals for our Union.

Goals are the broad areas in which the union must succeed in order to fulfill its mission.

Write Down Goals to Address key Strategic Issues.

These are the strategic goals that must be achieved in order to address the issues listed in the section dealing with Strategic Issues.   Consider goals over the term of your plan, especially the next year. 

Write Down Forward-Looking Goals: “What should this union look like in one year?”  Develop the plan to achieve the goal. 

_________________________________________________________________________________________________________________________________________________________________________________________________________________________________

_________________________________________________________________________________________________________________________________________________________________________________________________________________________________

_________________________________________________________________________________________________________________________________________________________________________________________________________________________________

_________________________________________________________________________________________________________________________________________________________________________________________________________________________________

_________________________________________________________________________________________________________________________________________________________________________________________________________________________________

_________________________________________________________________________________________________________________________________________________________________________________________________________________________________

_________________________________________________________________________________________________________________________________________________________________________________________________________________________________

_________________________________________________________________________________________________________________________________________________________________________________________________________________________________

_________________________________________________________________________________________________________________________________________________________________________________________________________________________________

Appendix 11: Creating Objectives to achieve the Goals.

Objectives must be specific, measurable, acceptable to members, relevant, timely, extend the capabilities of members and be rewarding to them. 

List three to five objectives that must be met in order to achieve the key goals listed in Appendix 10.

List the objectives in priority order.

_________________________________________________________________________________________________________________________________________________________________________________________________________________________________

_________________________________________________________________________________________________________________________________________________________________________________________________________________________________

_________________________________________________________________________________________________________________________________________________________________________________________________________________________________

_________________________________________________________________________________________________________________________________________________________________________________________________________________________________

_________________________________________________________________________________________________________________________________________________________________________________________________________________________________

_________________________________________________________________________________________________________________________________________________________________________________________________________________________________

_________________________________________________________________________________________________________________________________________________________________________________________________________________________________

_________________________________________________________________________________________________________________________________________________________________________________________________________________________________

_________________________________________________________________________________________________________________________________________________________________________________________________________________________________

_________________________________________________________________________________________________________________________________________________________________________________________________________________________________

Appendix 12.  Linking Objectives to Strategies.

Objectives must be specific, measurable, acceptable to members, realistic, timely, extend the capabilities of members and be rewarding to them. 

Associate Strategies with Each Objective: How are the strategies to be used to achieve objectives?  Consider strategies over the term of the plan, but especially over the next year.  


Does each goal and associated strategies contribute toward the mission and vision of XXXX.  Will the goals be reached by using strategies closely aligned with the values of XXXX?  If not, reconsider the goals and associated strategies. 
Objectives and Strategies.
 
Objective # _1_   ___________________________________________________________________________

Strategy # _1_ ______________________________________________________________________________________________________________________________________________________

Strategy # _2_ ______________________________________________________________________________________________________________________________________________________

Objective  # _2_ ___________________________________________________________________________

Strategy # _1_ ______________________________________________________________________________________________________________________________________________________

Strategy # _2_ 

______________________________________________________________________________________________________________________________________________________

Objective # _3_ ___________________________________________________________________________

Strategy # _1_ ______________________________________________________________________________________________________________________________________________________

Strategy # _2_
______________________________________________________________________________________________________________________________________________________Now Consider: Are the Goals and Strategies Closely Aligned with Organization's Mission, Vision and Values?
 Appendix 13.  Writing an Action Plan.

Creating an action plan for your group.

Review vision, mission, goals, objectives, strategies and potential tactics and develop an action plan to achieve the core objectives.

Complete   Comprehensive   Clear   Concrete
and
  Current. 

Action Planning (who is going to do what and by when)
Your Action Plans

Goal # __ _______________________________________________________________
_______________________________________________________________
Strategy # _1_ 
_______________________________________________________________
Tool: Action Plan Form

	 Union Initiative:
	
	Date:
	 

	Action step or change to be accomplished:
	 

	

	What actions or changes will occur:
	 

	

	Who will carry it out:
	 

	 

	By when (for how long):
	 

	 

	What resources are needed:
	 

	

	Communication (who should know what):
	 

	


Appendix 14.  Three Goal Action Plan Framework

	Goals 
	Objectives
	Strategies
	Tactics 
	Person responsible 
	Start
Date 
	Completion
Date 
	Relevant
Measure 
	Reporting
Intervals 
	Current
Status 

	1.  
	1.1  
	1.1.1  
	
	
	
	
	
	
	

	 
	 
	1.1.2 
	
	
	
	
	
	
	

	  
	1.2  
	1.2.1 
	
	
	
	
	
	
	

	 
	 
	1.2.2  
	
	
	
	
	
	
	

	2.  
	2.1  
	2.1.1  
	
	
	
	
	
	
	

	 
	 
	2.1.2 
	
	
	
	
	
	
	

	  
	2.2  
	2.2.1 
	
	
	
	
	
	
	

	 
	 
	2.2.2  
	
	
	
	
	
	
	

	3
	3.1
	3.1.1
	
	
	
	
	
	
	

	
	
	3.1.2
	
	
	
	
	
	
	

	
	3.2
	3.2.1
	
	
	
	
	
	
	

	
	
	3.2.2
	
	
	
	
	
	
	


Appendix 15: Performance Measures Data Collection Plan

	Performance Measure.

O= Outcome
E=Efficiency
P=Output
	Operational Goal
	Person Responsible
	Data Source
	When is data collected
	Baseline data
	Annual Goal

	(O) Educated shop stewards
	Better represented workers
	Bane Illic
	Education Department monthly reports
	Monthly, quarterly, annually
	2002 Education program
	2002 + 15%

	(E) Organizing new workers
	Increase membership
	Nebosia Stankovic
	Organizing Department monthly report
	Monthly, quarterly, annually
	2002 new members
	2002 + 20%

	(P) Produce case studies of privatization initiatives
	Transparent privatization with increased social programs
	Inja Leandrova
	Center for privatization and Privatization Agency
	On-going
	2002 privatization reports
	F Detailed critical case studies of Privatization

	
	
	
	
	
	
	

	
	
	
	
	
	
	

	
	
	
	
	
	
	


Appendix 16 Managing a Union: Being as effective as you can.

1. Set clear goals and priorities. 

DO define what you are trying to achieve, as clearly as possible. Think strategically and assess how short-term goals fit in with long-term ones. Watch out for opportunities that come up, but don't be so opportunistic that you end up losing sight of long-term goals. Prioritize: how should you allocate available resources? 

DON'T try to do everything. This dilutes resources and weakens the impact of your activities. A major mistake a union makes is reacting to everything - don't do it. 

2. Clarify expectations. 

DO ensure that everyone involved in a project or activity understands what is expected. People become involved having different expectations and levels of resources. 

DON'T assume everyone has the same background knowledge or automatically understands a goal in the same way. 

3. Plan. 
DO have a written work plan for both individual staff and activities. It reminds people of what the goals are, it keep things on track and helps people see where they fit in. Writing a plan helps you assess what resources are required and when; "Plan your work and work your plan" might be a well-worn phrase, but it is still a good piece of advice. 

DON'T expect people to automatically remember what to do and when. Be careful not to take on too many responsibilities and then let people down. Most union staff are overworked and so try to spread the burden.

4. Learn from both successes and failures. 
DO aim to be a "learning organization", meaning ask whether you are approaching things the right way. It includes learning from both successes and failures by evaluating work. 

DON'T think that evaluation happens automatically when you discuss results. People tend to repress the negative or forget the original plan once a campaign has been running for some time. 

5. Get it right. 

DO ensure that you get the facts right. Double-check information. 

DON'T rely on others having checked their facts, unless you are absolutely certain that they did. Sloppy work creates credibility problems which can do you and your union harm. 

6. Change. 

DO stay open to change. If unions are to be change agents in society they need to be able to change themselves.  Be closely guided by your mission and stick to your work plan and goals, but the key to ultimate success is knowing when to adapt. Unions work in a dynamic, constantly evolving environment, which means that you need to be able to adjust to different scenarios and new challenges.  

DON'T get stuck in a comfortable rut and assume that what you did before is going to work again. 

7. If you are a leader, lead! 

DO remember that if you are the boss, it is your job to take the decisions no one else wants to take. Take on the tough issues. Aim to be ahead of the game. Try to sort out problems and resolve conflicts before they happen. Take responsibility when something goes wrong, consider what you and the union can learn from it and ensure it doesn't happen again. Leaders know how to say "it was my mistake". 

DON'T hope that things will work out by themselves. Don't hire people just because you feel comfortable with them or they remind you of yourself ten years ago. 

8. Be realistic. 

DO keep in mind that things seldom work out exactly as planned. Expect setbacks and have a contingency plan in place whenever possible. Be realistic about people. 

DON'T sulk or wallow in self-pity if something doesn't come out as expected. You need to be strategic and find a way around the problem. 

9. Communicate strategically. 

DO keep lines of communication open. Be strategic about information. Ensure you know who the relevant point people are. Consider who needs to know. Why do they need to know? How much information do they need? 

DON'T assume that because you informed one person, he or she will automatically inform others. Don't overwhelm people with information. Don't try to censor information or control people by not telling them what is happening - it doesn't work. 

10. Do the right thing. 

DO keep your word; treat your staff and colleagues with respect and fairness. It will gain you respect and you will be able to count on help when you need it. It is the smart thing to do. 

DON'T break promises, treat your staff or colleagues badly, "borrow" ideas from others or take credit when it belongs to someone else. 

The above information is amended from “Tips for global activists about running sound organizations” By Joy Hyvarinen and Elizabeth Wall. Source: ©Earth Times News Service 

A little humor to finish with.  

Strategic Planning Lessons for Transition Labor Confederations.

The tribal wisdom of the Dakota Indians says that when you discover you are riding a dead horse, the best strategy is to dismount. However, at this point in time labor unions in transition economies are "pilot testing" alternative strategic plans to deal with the various dead horses that they just can't stop riding. 

The top 15 strategies for riding dead horses are: 

15. Buy a stronger whip.

14. Buy a lighter saddle.

13. Buy more dead horses to lighten the load.

12. Visit other unions to see how they ride dead horses.

11. Obtain feedback to see if members believe the horse is really dead.

10. Request an IMF and World Bank study to see if the horse is truly dead.

9. Create a "Partnership for Democratic Dead Horses"

8. Make the rider the strategic planning officer of the Confederation.

7. Contract with the ICFTU to ride the dead horse.

6. Contract with the ETUC to tell the ICFTU how to ride the dead horse.

5. Hire ACILS to improve the teamwork between the rider and the dead horse.

4. Threaten to make the dead horse a member of the Executive Committee.

3. Measure union’s transition success based upon different degrees of dead.

2. Set up a "Center of Excellence for Dead Horses" within the Presidency.

1. Rename the "Dead Horse Project" as the "Confederation Strategic Plan". 

With Thanks to Rudy Porter for the original contribution.
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� “The only man who never makes a mistake is the man who never does anything.”  (Theodore Roosevelt) 





� Hax, A. C. & Majluf, N. S. (1996). The Strategy Concept and Process, A Pragmatic Approach. Upper Saddle River, NJ: Prentice Hall.





� GPRA Strategic Planning: Start Here . How to Write a Plan-to-Plan . Phillip Blackerby and Rae Fortunato Blackerby.  Armed Forces Comptroller magazine, vol. 39, no. 2 (Spring 1994), pp. 21-26





� This is a very general definition that is found in a number of planning approaches.  This was taken from a Strategic Planning Guide for the State of Delaware.


� Adapted from Basic Guidelines for Successful Planning Process: by Carter McNamara, MBA, PhD


�  See Appendix 3 for the outline of a sample strategic plan that focuses on the development of goals, objectives and strategies of a union Confederation seeking to develop a Center for Privatization and to more effectively intervene in the privatization process.


� Taken from Chapter 9 of the COSATU Report of the September Commission on the Future of the Unions, presented to the Congress of South African Trade Unions, August 1997.  This is an extremely comprehensive analysis and review of the need for planning as a way to improve organizational effectiveness.  It is highly recommended reading.  


� Public Service International (PSI) in its training manual “Charting a Unions Future: Some Pointers on the planning process.” P.33.


� Information summarized from “Strategic Planning and Needs Assessment.” � http://eric-web.tc.columbia.edu/admin_finance/strategic/ch2.html


� Go to Appendix 2A and 2B.  Completing the 2 appendices allows the union to gather valuable information pre-plan.  Public Services International recommends that this be done to provide empirical data to planners who can then begin the critical review process. 2B was developed for the NGO community but it can be used to assess union readiness to engage in planning and willingness to change operations and programs to respond new conditions


� We will return to discuss the visioning approach when we discuss the development of the Union’s vision statement in more detail.


� See Appendix 4. Conducting an environmental scan. Use this exercise early in the strategic planning process and be honest in the assessment you are making.


� Complete Appendix 5. And answer the four key questions.  This is an important part of the strategic planning process and compels the union to look critically at its own organization, structure, membership and leadership qualities and helps evaluate how well positioned is the organization to deal with the problems it confronts.


�  This analysis is a useful supplement to SWOT as it requires that the union look at a range of possibilities as to how it can approach the problems it faces.  The three appendices referred to in this chapter can, when completed, provide the union with a strong foundation upon which it can build a plan to address the core issues it faces as an organization.


�  Benchmarking, a tool used in the business community, is difficult for a union.  The process works by the union choosing what program or service it wants to improve, deciding appropriate performance measures and then comparing its performance with an external organization (the benchmark).  This could be another trade union.  When comparing the performance difference, the union can then evaluate the reasons for the differential and what internal adjustments could be made to improve its own level of performance.  In transition economies, unions may have to look at international benchmarks in order to evaluate, a difficult and imprecise process given the variances of experience across borders. On the other hand, the creation of opportunities to learn how other unions are operating is invaluable


� See Appendix 7. This can be used at the outset to have the team write the values statement for the trade union organization.


�  See Appendix 8.  The union team should complete this exercise as part of the planning process.  It asks the question “What do we want the future of our union to look like?”


� Complete Appendix 9 on developing a mission statement.  This is an important exercise in conducting strategic planning.  Be clear on the mission statement as it describes the purpose of the organization.


� This is taken from “The Goals Grid: A Tool for Clarifying Goals and Objectives. Fred Nichols. 2000.


╘


� On the basis of the earlier discussion about listing the strategic issues on pages 28 and 29 the participants should now outline their long-term goals for the union.


� This section relies heavily on the work of the Community Tool Box.  Copyright © 2002 by the University of Kansas for all materials provided via the World Wide Web in the ctb.ku.edu domain





� On the basis of the goal setting exercise the participants should define the key objectives that have to be met to achieve the goal.


� There is nothing more frightful than ignorance in action. (Goethe)   Nothing is more terrible than activity without insight. (Thomas Carlyle) 





� A cost-benefit analysis allows the union to assess the cost effectiveness of any strategy in relation to the deployment of its scarce resources. The process is similar to costing the different economic elements in collective bargaining; it allows us to compare the relative “value” of each proposal (strategy). Is the money being well spent or should the union re-evaluate its strategy?


� Go to Appendix 12 for a practical exercise in linking objectives and strategies. Completion of this exercise should allow the union to fit a number of strategic elements in the securing of objectives.


� From material developed by Carter McNamara on strategic planning for non-profit organizations


�  See Appendices 13 and 14 that provide formats for completing an action plan.  


� Allocating resources and providing good services at a reasonable cost are facilitated by the availability of accurate performance information.  Using performance information promotes the better integration of measures into both planning and budgetary frameworks.  The performance measures should correlate to the budgeting of the union’s activities.


� The union should therefore develop its action plan within a budget framework that reflects the statement of priorities; resources need to achieve priorities and implement the plan. Budgets should be developed before the expenses are incurred and allow the tracking of money on a programmatic basis. Good budgeting should impose good discipline, an essential element for unions in transition where the level of resources is limited.


� Performance measures capture significant indicators that focus on outcomes using accurate verifiable data.


�  Significant indicators tell us what we need to know about the most critical areas of the plan.


� See Appendix 15 for an example of a way to collect Performance Measure Data.


� This section is taken from the Alliance on Line Web page.


� The early bird may get the worm, but the second mouse gets the cheese.  What did we learn along the way?


� See Appendix 15. Managing a Union: Being as effective as you can.





� Because unions are not rich organizations it is important that they budget appropriately when developing a strategic plan.  The links between the strategic plan, budgetary constraints and performance indicators is shown in the following diagram.


�  The ICFTU correctly argues that unions should be strategically involved in this process and undertake the following actions: 


Trade unions must be fully involved in the PRSP process and where they are not involved to immediately seek involvement using the ICFTU PRSP guideline; 


Trade unions must develop alternative socio-economic policies as options in the PRSP reflecting trade union interests and vision; 


The social partners should promote implementation of active employment and labor market policies as part of poverty reduction strategy; 


Mainstreaming core labor standards and gender into poverty reduction strategies; and 


Share information and strategies across countries implementing PRSP 
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