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Planning the future direction of an organisation is a major undertaking; there are so many
hurdles to jump, pitfalls to avoid and choices to make along the way. This best-selling book
helps you to travel that path with a lighter step, providing an accessible and practical guide 
to developing a strategy, business planning and change management. 

This new edition has been fully revised to show how all staff can participate in developing a
solid business plan that will increase the effectiveness of your organisation and includes
enhanced material on:

Strategic thinking and creativity
Strategic exercises to run in your organisation
Leading the planning process and involving people
The role of trustees in driving strategy
Developing new business models
Generating income and social enterprise
Strategic thinking in hard times

Incorporating new examples and case studies throughout, this book makes essential reading
for all those involved in planning the future direction of their organisation, including managers
and trustees who want to consider new working methods, ensure their organisation’s future
and maintain its credibility.

‘Here’s a really easy-to-read and easy-to-understand book that will help you create a great
strategy and plan. It’s friendly and informative and gives you the right ideas and structures. 
It can’t stop unforeseen events, but it helps you plan for them.’ 
Paul Farmer, Chief Executive, Mind (from the foreword)

‘This book will find a valuable place in the business planning process for anybody in a small
organisation trying to adopt a more strategic approach. In particular the approach is very down
to earth, practical and full of useful exercises.’ 

Peter Maple, Course Director, South Bank University
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Foreword

‘Would you tell me, please, which way I ought to go from here?’

‘That depends a good deal on where you want to get to,’ said
the Cat.

‘I don’t much care where—’ said Alice.

‘Then it doesn’t much matter which way you go,’ said the Cat.

‘—so long as I get somewhere,’ Alice added as an explanation.

‘Oh, you’re sure to do that,’ said the Cat, ‘if only you walk
long enough.’

Lewis Carroll, Alice in Wonderland

l What are you trying to achieve?

l Where will your charity be in five or ten years’ time?

l How are you going to get there?

l What difference do you make?

These are four questions that I find myself being asked on a regular basis by our

beneficiaries, by our supporters, by key stakeholders and by the media. If you don’t

have answers to these questions in today’s charity landscape, you’ll meet barriers and

problems.

Of course the voluntary sector has done quite a few spectacular things without having a

proper strategic plan. I doubt the Anti-Slavery society spent ages working out their

business model, or that the founders of Samaritans, Crisis, ChildLine or Oxfam started

off with a detailed five-year plan. They just saw a social need and set about doing

something about it. But sooner or later, there comes a point where you have to

articulate your vision, and how you’re going to go about achieving it. Sometimes it’s

because funders want to know how their money is going to be spent, sometimes it’s

because people inside the organisation aren’t quite clear what they’re there for, and

other times it’s just because your charity has reached that moment where it needs to

decide what it doesn’t do, as well as what it does.

Having reached that moment, the prospect of setting a strategy can be terrifying. Who

do you ask? Who decides? What’s the structure? Where do you start? Some

organisations spend a fortune creating their strategy only to discover that they’d

forgotten something crucial, or their plans were turned upside down by an event outside

their control. We have a strategy at Mind (which is available on our website); it’s quite

ambitious but well thought through, and wholly informed by the views of people with

mental health problems. So far it’s going quite well. We won’t achieve everything (and

we’ve over-achieved on some others!) but it lets all our stakeholders know what we’re

planning and how we can help.
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So here’s a really easy-to-read and easy-to-understand (and inexpensive!) book that will

help you create a great strategy and plan. It’s friendly and informative. It gives you the

right ideas and structures. It can’t stop unforeseen events, but it helps you plan for

them. By the time you’ve finished, people in your organisation should be able to answer

those four questions and know they’re going somewhere.

Paul Farmer, Chief Executive of Mind (www.mind.org.uk)
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Chapter one

Introduction

If you don’t know where you are going, you are sure to end up
somewhere else.

Lawrence J. Peter, Yogi Berra and others

Developing a strategy and a business plan for a voluntary organisation should be a

creative and dynamic process – an opportunity to stand back, review progress and

generate a new sense of purpose and direction. It should ensure that the organisation is

strong, clear about its priorities and able to make a convincing case for support.

However, all too often planning is seen as a chore that takes people away from

providing a service, and any plan that is produced is a collection of targets, budgets

and intentions that have little grounding in reality.

What this book is about
This book’s starting point is that business and strategic planning is an essential and

useful process for any organisation. Its main theme is that those who are charged with

managing a voluntary organisation must ensure that they set the direction, agree

strategies for where they want to go, clarify their long- and short-term goals and make a

case for why others should have confidence in their organisation.

In addition to strategic thinking, the book focuses on the process of putting the plan

together and turning the ideas and strategies in the plan into action. Business planning

is about much more than producing a neat and tidy document. Generating paper plans

is easy compared with the hard work of managing change and making plans work in

action. Furthermore, the book is concerned with not only producing a credible plan, but

also ensuring that the plan feels real and relevant to people in the organisation. Whether

it is called a business plan, a strategic plan or a forward plan is not important.

In a nutshell, the book:

1. aims to help voluntary organisations make clear decisions about their future direction

and priorities;

2. introduces some tools for strategic planning and management;

3. explains how to draw up and use a business plan.
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Some terminologySome terminology

Different writers, and indeed different funders, use the language of strategic and

business planning in various ways. Nevertheless, there are some generally agreed

definitions out in the world and they will be defined here in a similar way to show how

they are used in this book. In addition, there are many terms to describe the sector and

those who benefit (or the positive impact created) as a result of organisations’ work. The

words chosen and the rationale behind these choices are explained briefly here also.

The main point to remember about terminology is that the results matter rather than the

names used.

Voluntary or not-for-profit?

With many voluntary organisations run largely or even entirely by paid staff, the term

‘voluntary’ may seem to be a misnomer and so an alternative term ‘not-for-profit’ is

often used instead. However, it seems odd to describe an organisation by what it

doesn’t aim to do rather than what it is for. With this in mind, and the fact that there is

no term which describes the sector perfectly, this book sticks with the term ‘voluntary

sector’.

Service user

This term has been used throughout the book for consistency purposes, but can be

used interchangeably with ‘beneficiary’ or ‘customer’, or whichever word or phrase

applies best in your organisation.

Vision, mission and objectives

l Vision: a clear, inspirational and memorable statement about what the world will look

like if your organisation achieves its aspirations. For example: ‘A clean sustainable

world for our children’.

l Mission: a brief statement of long-term overall intent and purpose: what the

organisation is doing to achieve its vision. It is what sets your organisation apart from

others. For example, two organisations could have the same vision ‘A clean

sustainable world for our children’ but quite different missions. One may focus on

conservation ‘to conserve our natural resources on which all life depends’ and another

on campaigning ‘to campaign for action and effective changes in legislation to reverse

global warming’.

l Strategic aims: a number of quantifiable activities to be completed which will help to

achieve the mission and ultimately the vision. They are statements of the key priorities

for the organisation in the immediate to medium-term future. Everything the

organisation does should be related to a strategic aim.

l Operational objectives: these are detailed, costed and timed plans of what the

organisation will do under each strategic aim. They set out a work plan for the

organisation.

l Values: the shared beliefs within the organisation which create its culture and guide

how people behave and make decisions.

Chapter 5 expands on these definitions and gives some advice on creating a vision,

mission and values.
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Outcomes and outputs

l Outputs are what the organisation produces or delivers, such as 500 rights guides

produced or 44 people trained.

l Outcomes are the difference that you make. Some outcomes are about creating a

change; others are about preventing something negative from happening. There are

short-term outcomes, such as ‘people know their rights’ and ‘jobs created’. These

can then lead to an organisation’s long-term outcomes, i.e. the vision: ‘a world

without discrimination’ and ‘all people with equal opportunities’.

Chapter 5 explores outcomes in relation to inputs and gives advice on how to measure

them (see page 55).

Strategic thinking, business planning and strategic management

Strategic thinking and planning

are about . . .

Business planning is about . . . Strategic management is

about . . .

l how the organisation can best

meet its vision;

l learning and involve evaluating

current activities, analysing the

issues that your organisation

is facing and identifying

external trends and

developments;

l developing ideas about how

the organisation should

develop, what its priorities are

and what roles it should play

in the future;

l goals and outcomes: what do

you want to change, create or

prevent?;

l getting focused and making

sure that your goals are clear.

l putting the analysis and

agreed direction into a formal

planning format that can be

used to guide the

organisation;

l allocating resources to

strategic priorities;

l showing/persuading others

that the organisation has (or

can get) the resources to

deliver the strategy: that the

plan is credible, achievable

and worth backing;

l how the organisation will

manage and use its resources

to achieve the strategy;

l setting out the outputs that

need to be delivered to create

the desired outcomes;

l showing that the organisation

has the capacity, resources

and management ability to

achieve the strategy.

l the process of creating the

strategy and making it

happen: ensuring that the

business plan is implemented;

l monitoring progress and

managing change.
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Why bother making a strategy?
You cannot stand still and survive in a rapidly changing world
If an organisation is uncertain about funding, lacks a clear direction, relies on what was

done in the past as the basis for deciding what to do next and has a vision that stops at

the end of the current financial year, it can easily become motionless. It spends its time

hoping that things will get better. In effect, it becomes governed by what it did in the

past rather than what it wants to do in the future. It becomes predictable and paralysed

in a rapidly changing world.

Nevertheless, however static an organisation becomes, it will naturally arrive at a point

where decisions have to be made about its future. A director of one charity described

her role as akin to ‘riding a rollercoaster that never arrives anywhere, but only gets

faster’. Changes in legislation, new funding, short-term priorities and new ways of

working mean that organisations react to external events and become pulled into

activities that either do not fit with the rest of the organisation or are a departure from

their original aims.

Rather than being a hostage to the past or to outside forces, those charged with the

management and direction of the organisation need to take a grip on what they are

doing. They must be bold enough to suggest a direction to go in and to agree a plan for

achieving it, not only respond to external events. They must clarify the aims of their

organisation to decide what is and is not a priority, especially given voluntary

organisations’ limited resources, and to set out a direction for the organisation’s future.

This kind of management is different from dealing with the day-to-day demands of

making sure that the organisation continues to operate. Indeed, part of thinking

strategically is to keep in touch with day-to-day realities and opportunities, but at the

same time you need to focus on future needs and directions.

Emergent strategy and deliberate strategy
With this balance between developing emerging opportunities and setting a future

direction in mind, an interesting idea to consider is the distinction between emergent

strategy and deliberate strategy, as made by the management writer Henry Mintzberg.

He outlines how a strategy may be fulfilled without it being intended at all or because

other intended strategies were lost over time (Mintzberg 1978). In this way, all

organisations are moving in some direction even if they do not know it or have not

actively planned it: they respond to events, experiment and follow up opportunities and

this forms a direction.

What organisations do is usually determined by a mixture of deliberate strategy (formal

plans, budgets and written work programmes) and emergent strategy. Deliberate

strategists like things to be under control, be structured and follow a clear pattern.

Emergent strategists are prepared to let things happen, respond to opportunities and

resist attempts to control or over-programme activities.

So, although we cannot always control the detail, an organisation is going to keep

moving and changing anyway, and so it is better to chart its path than let it happen by

accident. Both deliberate and emergent strategies have strengths and weaknesses. The

trick is in getting a working blend between them. See the exercise on page 15 to

explore your organisation’s emergent strategies.
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technology 45, 78, 216 see also IT

tensions 58, 60, 63, 151, 163

testing 19, 33–34, 52, 55, 105, 107–8,

127–8, 179, 184, 231

‘elevator’ 200, 204

thinking, strategic 1, 3, 4, 6, 17–28, 30,

32, 45, 108, 127, 231

approach 18, 23

and managers 21, 28

need for 28

threats 33, 45, 74, 75, 77, 96, 217

time 7, 18, 20–2, 30, 41, 77 111, 121, 124,

133, 156, 209, 229

timeframe 25

timetable 30, 41, 155, 229

track record 9, 34, 35, 113, 176–8,

189–91, 199

trading 113, 115–18, 155, 173, 214

arm 117

tradition 7, 109, 219

training 9, 111, 115, 116, 118, 124, 163,

181, 201, 214, 216 see also staff

Treasury 146

trends 18, 21, 24, 27, 32, 37, 45, 77–81,

98, 113, 114, 131, 138–40, 154, 181,

205,229

trustees 14, 19, 32, 35, 36, 40, 41, 63,

123, 177, 181, 209, 223, 225, 226, 231

turf wars 43, 144

uncertainty 4–6, 20–2, 131, 217

uniqueness 60, 62, 82, 185

USP 62

unity 14, 52, 64

updating 30, 32, 54, 80, 144, 180, 213,

229–30

users 5, 22, 23, 32, 40, 44, 45, 54, 58, 61,

62, 65, 73, 80, 85, 89, 107, 131, 176–7,

181, 189, 198, 210, 219, 220, 229

needs 23, 44, 78, 80, 198

value 117, 150, 151, 155, 157

for money 145, 183

values 2, 24, 30, 51, 61, 64–5, 70, 95, 111,

115, 120, 123, 124, 162, 173, 198, 213,

214, 219

statements 65, 109

viability 118, 120, 124, 137, 141, 157, 179,

199

vision 2, 4, 6, 8, 14, 18, 21, 23, 24, 30, 33,

36, 44, 51–5, 85, 111, 124, 162, 179,

198, 213, 214

creating 54, 86

statement 54, 55

voluntary sector (terminology) 2

volunteers 9, 12, 14, 19, 32, 40, 54, 106,

107, 178, 183, 185, 187, 202, 224

management 156

recruitment 187

training 80, 224

weaknesses 4, 20, 47, 73, 74, 87–90,

94–6, 178, 179, 197, 198

whole picture 43–9, 51–71, 86, 127

withdrawal 77, 88, 108,111, 123, 133, 189

work breakdown schedule 210–13, 221

work plan 2, 4, 6, 7, 37, 123, 124, 135,

203, 216, 229, 231

practices 4, 78, 94–5, 98, 157

working, ways of 4, 18, 78, 86, 157, 164,

180–1, 217, 219, 220

worksheet, ideas prompt 114, 132

workshops 219

yes, saying 34, 121, 125
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What else can
DSC do for you?
Let us help you to be the best you possibly can be. DSC equips individuals and
organisations with expert skills and information to help them provide better services
and outcomes for their beneficiaries. With the latest techniques, best practice and
funding resources all brought to you by our team of experts, you will not only boost
your income but also exceed your expectations.

Training

Publications

Funding Websites

Conferences and Fairs

Visit our website today and see what
we can do for you:

www.dsc.org.uk@DSC_Charity
For top tips and special offers

The voluntary sector’s best-selling
training – 80 courses covering every
type of voluntary sector training.

With over 100 titles we produce
fundraising directories and research
reports, as well as accessible ‘how to’
guides and best practice handbooks,
all to help you help others.

DSC’s funding websites provide access to thousands of
trusts, grants, statutory funds and corporate donations.
You won’t get more funders, commentary and analysis
anywhere else. Demo our sites free today.

All DSC courses are available on
your premises, delivered by expert
trainers and facilitators. We also offer
coaching, consultancy, mentoring
and support.

DSC conferences are a fantastic
way to network with voluntary
sector professionals whilst taking
part in intensive, practical training
workshops.

In-house Training

Trustfunding.org.uk
Governmentfunding.org.uk
Companygiving.org.uk
Grantsforindividuals.org.uk

Or contact us directly: publications@dsc.org.uk
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DSC

Business and 
Strategic Planning
for voluntary organisations

Alan Lawrie

DSC

DSC is the leading
voluntary sector
publisher and
provider of charity
training, conferences
and grant-finding
websites. www.dsc.org.uk
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Fourth edition

Business and 
Strategic Planning
for voluntary organisations

Planning the future direction of an organisation is a major undertaking; there are so many
hurdles to jump, pitfalls to avoid and choices to make along the way. This best-selling book
helps you to travel that path with a lighter step, providing an accessible and practical guide 
to developing a strategy, business planning and change management. 

This new edition has been fully revised to show how all staff can participate in developing a
solid business plan that will increase the effectiveness of your organisation and includes
enhanced material on:

Strategic thinking and creativity
Strategic exercises to run in your organisation
Leading the planning process and involving people
The role of trustees in driving strategy
Developing new business models
Generating income and social enterprise
Strategic thinking in hard times

Incorporating new examples and case studies throughout, this book makes essential reading
for all those involved in planning the future direction of their organisation, including managers
and trustees who want to consider new working methods, ensure their organisation’s future
and maintain its credibility.

‘Here’s a really easy-to-read and easy-to-understand book that will help you create a great
strategy and plan. It’s friendly and informative and gives you the right ideas and structures. 
It can’t stop unforeseen events, but it helps you plan for them.’ 
Paul Farmer, Chief Executive, Mind (from the foreword)

‘This book will find a valuable place in the business planning process for anybody in a small
organisation trying to adopt a more strategic approach. In particular the approach is very down
to earth, practical and full of useful exercises.’ 

Peter Maple, Course Director, South Bank University

business postit notes idea 3_Layout 1  03/07/2014  16:57  Page 1


	Front cover
	Prelims
	Contents
	About the author
	Acknowledgements

	About the Directory of Social Change
	Foreword

	Chapter one – Introduction
	What this book is about
	Why bother making a strategy?

	Index
	Back cover



