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APC Project Planning Methodology v. 2

Use this methodology as a guide when filling out the APC Project Planning Template, at the end of this document. 

Introduction

Plans are not vague ideas, they are concrete descriptions of how you are going to achieve certain measurable objectives. APC’s Project Planning Template is designed to get you to be as concrete as possible when you develop a project idea, so that it can be further refined and modified to present to potential project partners and/or funders. 

It is also designed to help you think through the strategic objectives and anticipated impact of the project, and this relates to your organisation’s vision and strategies, and the APC’s vision and Action Areas.

Why a plan is crucial

· the act of mapping out your ideas on paper makes you think of important things  that you might have left out otherwise (especially things you need to budget for!) – it’s a good reality check

· you’ll have a  clear idea of what you need, and what you have to do, by when, to make it happen

· means you can talk about the project confidently because you know how you’re going to do it (to funders, potential partners, staff, etc.)

· gives you a document to show people.

How to Use the APC Project Planning Template

The template (appended at the end of this document) is organised according to the order the information should ideally appear in your final project proposal. However, while you are in the project development stage, you should prioritise working on these sections first: 

· context or problem that the project is addressing

· expected outputs

· beneficiaries

· how the project relates to your broader strategic goals and vision

· objectives

· project components and activities

· strategic goal of the project

Writing up a project idea isn’t usually a linear process, so fill in those sections that are most clear to you, and then come back to the others. 

Annotated version of the APC Project Planning Template

Here is an annotated guide to sections in the APC Project Planning Template, in the order that they appear.

Project Title: 

You need a name for your project. One common way of titling projects is to describe a ‘result’ or ‘effect’ of the project, and then the actual name of the activity. Doing it this way immediately gives the audience some information about the ‘mission’ of your project.

E.g., 

· Civil Society Organizations Working Together Online: APC's Community and Collaboration Toolkit Project

· Lessons Learned: Building Strong Internet-based Women’s Networks

· Asian ICT Policy Monitor: Helping Non-Profit Organizations in Japan and Asia Understand the Social Impacts of the Internet

· Beijing+5 in Africa: Women’s NGOs Participating Online

· Empowering Women’s Access to ICTs: WomenAction Section J Initiative

Person Reponsible:

 The person who is the main ‘keeper’ of information about the project, and who is primarily responsible for taking care of the project through the planning phase, resource mobilisation, to the point that implementation starts.  This is not necessarily the person who coordinates implementation.

Proponent Organisation(s): 

Name the organisation(s) that are proposing the project.

Executive Summary:

Ignore this section if you’re just in the ‘project development’ stage. You’ll only need to work on this when the project has been fully defined, and it is usually the last section to be completed, as it relies on information from all the other sections. However, once your project is fully defined, this is the most important section of your proposal. This should be the 'one-stop' place where the prospective funder/partner can find:

· brief explanation of why the project is necessary

· project goal 

· overview/list of project activities

· expected outputs 

· and the $$$ request or some mention of the type of commitment you are hoping to elicit.

Project Background/Context: 

Describe the problem you are addressing through this project. Explain why your project is a logical and necessary response to a particular need, situation or opportunity. If you have done any surveys or have any quantitative proof that there is a demand for this project, please include reference to that (and consider including any detailed documentation in the Appendices, e.g., survey results summary.)

Describe how this project relates to APC strategy and vision and action priorities, and to those of the individual member or members involved in its implementation. Use the Worksheet:  Identifying Strategic Issues Related to your Project Initiative
Project Goal: 

Describe the main strategic *overall* impact that you want the project to have. In one sentence, try to answer the question: What kind of meaningful social change will result because of this project? Encapsulate the ‘vision’ of the project.

e.g., 

- to contribute to the development and strengthening of practical, relevant and sustainable women’s networking initiatives at the global, regional and national level. (from the WNSP Lessons Learned Project)

- to enable the democratisation of ICT policy and regulation to include the interests of people and organisations working for social justice and development. (from the Latin America and Africa ICT Policy Monitor project)

You’ll know if your ‘goal’ is worded appropriately because it will be a general statement that will naturally evoke the question “HOW?” …which can then be answered in the following “Project Objectives” section. 

Project Objectives: 

This section is where you begin to describe more concretely how you are going to achieve the project goal. Objectives are still not specific activities. They are generically stated one-line descriptions of the means by which you will achieve your project goal. So, let’s use the examples from the preceding section: 

Example #1(from the WNSP Lessons Learned Project)

Goal: to contribute to the development and strengthening of practical, relevant and sustainable women’s networking initiatives at the global, regional and national level.

Specific Objectives:

· to investigate, analyse and document the successes and challenges of women’s networking initiatives at the national, regional and global levels, in order to develop tools and methodologies for spreading successful women’s networking strategies

· to develop a planning process and resource kit to help others plan and develop women’s networking strategies that fit the local context

· to ensure that knowledge, lessons learned and best practices on building, facilitating, and supporting women’s electronic networking are shared from and to all regions

· to develop a gender audit methodology that can be used both by ICT project planners as well as women’s organisations planning ICT initiatives

· to plan for the longer-term sustainability of WNSP activities, globally, regionally and nationally.

Example #2 (from the Latin America and Africa ICT Policy Monitor project)

Goal: to enable the democratisation of ICT policy and regulation to include the interests of people and organisations working for social justice and development. 


Specific Objectives

· to build an online ICT policy clearinghouse for civil society, by researching, organising, analysing and monitoring ICT policy, with particular emphasis on policy developments at global, regional, national and local levels that affect developing countries and marginalized communities' ability to benefit from the information revolution

· to develop, with the participation of civil society actors, checklists and guidelines that will promote and support the development of enabling and equitable ICT policies at global, regional, national and local levels – tools that will enable civil society to recognise and advocate for good policy

· to raise civil society awareness of ICT policy issues by disseminating essential civil society ICT rights information and tools via Internet and in public fora 

· to catalyse and support a civil society network of organisations and individuals interested in taking action on ICT policy issues, including active monitoring of implementation of existing policies.

Most projects don’t have more than 4 objectives. 2-3 is fine. If you have more than 4, they can probably be combined. 

Each project objective statement should begin with the word “To…”

**Important Tip**: As you articulate your project objectives, it is crucial to make them map directly to the project activities you are planning. e.g., If one of the project objectives is to raise awareness of Internet Rights (IR) issues in the UK, then the specific related activities could be: workshops, newsletter, meetings, IR-alert mailing list, etc.

Note: The next 3 sections of the Template can be filled individually or merged, i.e., if merging, for each Project Activity, you can describe the implementation plan and expected results all under that Activity heading. It really depends on the project. I find it easiest to start by identifying the ‘Expected Outputs/Deliverables’ first, and then to figure out the detailed steps (activities and implementation) that are needed to produce those outputs. Once you have filled out each of the following sections, you can decide how best to present the information. An example of these 3 sections merged follows the section descriptions. 

Project Activities/Methodology: 

This is where you finally begin to get more specific and concrete – where you describe exactly how you plan to achieve your objectives and goal. Some examples of possible activities:

· training workshops

· programme of training activities for a specific community or user group, or on a specific theme

· facilitated mailing list discussion and a subsequent report or communique

· public meeting on a particular issue

· a panel of experts at a public event 

· a ‘campaign’ on a particular issue: which could include an information kit (hardcopy and online), some public meetings, and a mailing list

· establishing a training centre or a telecentre

· an online consultation

· a survey

· research/information-gathering/documentation in the form of a report, a booklet, a website

· onsite communications centre and communications activities at a major public meeting

…etc. 

When you are first developing the project, first list all the activities you are planning, and then later you can see if there are ways you can group them together logically under ‘types’ of activities called Project Components, e.g., ‘awareness-raising’, ‘training’, ‘research and documentation’, ‘mobilisation’, ‘online information clearinghouse’, etc.

Ideally, you should have an equal number, or less, of project components versus project objectives. 

Each Project Component will be broken down into a list of specific activities.

Expected Outputs/Deliverables: 

These are the ‘products’ you are hoping to end up with as a result of the project, e.g., a website, a training curriculum, a research report, a plan for future activities, a ‘how-to’ booklet, a telecentre, a declaration, a bunch of people trained, a ‘policy intervention’ of some sort, etc. Be as descriptive as possible: 

· quantify things e.g., 20 people trained; the number of copies of a document/booklet that will be produced

· list the languages that outputs will be available in

· identify specific communities of people or geographic locations that will be served/affected.

Beneficiaries: 

People or organisations that you believe will benefit from the initiative.  Describe how.  You can also refer to them as the identified user communities.  If you have any evidence that indicates their interested in, or need for the project, this will strengthen your proposal, planning, and your request for funding.

Use a needs analysis exercise to help you complete this section.

Implementation Plan: 

This is where you list the main project activities/milestones, in the order that they'll take place. Include steps such as hiring a project coordinator, the evaluation, the proposed starting and ending dates, and show when key project activities will be completed. 

Now, here is an example of merged activities/implementation/results:

(from the Latin America and Africa ICT Policy Monitor project)

Project Component 2: Civil Society ICT Policy Monitor

Purpose: 

To provide central easy-to-use, linked, regional websites containing essential national and regional ICT policy, access and legal information for communication advocates to promote and use the right to communicate, and for civil society to understand Internet Rights issues.

Website Content 

· summaries and case studies of key regional issues

· regional and national policy documents

· summaries of global Internet governance issues, presented in a regional context

· bulletins of the latest policy developments at global, national and regional levels

· plain-language explanations of key internet rights issues

· categorised repository of links to revelant background material from the research sources cited in Project Component 1.

· links to relevant organisations and Internet rights campaigns

Website Design

While each region will build its own website, a common content format will be agreed upon in the planning stage:

· the regional knowledge banks will be built using WWW-based database tools that APC has developed for collaborative online publishing, customised for use in the ICT Policy Monitor

· the sites will be equipped with an e-mail bulletin function that users can subscribe to, which will provide regular updates on new material added to the site, and to inform subscribers of important policy developments

· keyword-searchable, organised by issue area and country

· email-accessible policy information facilitator who can assist users to find information

· multilingual: APC-produced issue documents will be disseminated in English and at least one other dominant language for each region (e.g., in Latin America, the content will be in English and Spanish; in Africa, the content will be in English and French); content generated outside APC will be posted in its original language, with links to existing translations wherever possible. 

Target User Community: 

The community that APC is targeting directly includes CSOs, NGOs, communications advocacy organisations, human rights workers, and civil society content providers. We believe that the service will also be of benefit to mainstream and alternative media, politicians, ICT policy makers, Internet users, Internet Service Providers (ISPs), the community radio sector.

Tasks

· research coordinators to prepare content outline for regional sites

· WWW consultant to plan information architechture for sites

· APC's WWW database publishing software to be customised to manage ICT Policy Monitor site content

· ongoing site updating by research team, led by coordinator

Expected Outputs of Project Component 2:

· regional websites

· central, easy-to-use civil society ICT policy knowledge base and materials

Project Management and Participants: 

This is where you identify who is taking financial/governance responsibility for the project. Usually one organisation must be the ‘project contractor’, i.e, the organisation that signs the project contract with a funder or project sponsor. However, relationships between the project contractor and other organisations directly involved in project implementation should be explained in detail. While it is useful to do this for the sake of the funder or sponsor, it is even *more* important to do this for the sake of project success. Working out contractual and implementation issues between project partners before seeking funding is essential, for avoiding confusion and misunderstandings later. 

Other project relationships should also be identified here: 

· who will take overall responsibility for supervising project implementation?

· what is the project 'operational' structure (e.g., what is the staffing plan)?

· will you have any advisory groups; strategic partners; etc.?

· how does the project link to other related activities underway in the community or in the field?

Project Budget: 

Here is where you estimate the cost of all of your project activities. Be sure to indicate which currency you are using. Don’t forget to include project overhead costs such as financial management, supervision, communications, office expenses, etc. 

To draw up your budget, for each activity be as detailed as possible about the inputs that you will need to implement that activity, and quantify them. To help you put the pieces together, start by trying to itemise these things.

For example, if it is a regional meeting or workshop you are planning , itemise things like:

· meeting organiser (person that finds the accommodation, workshop venue, arranges for transportation and meals, visas and meeting supplies, etc.) – estimate how much time will you need them in hours or days, and an approximate rate for their services; (note: this may or may not be the same person who is the overall project coordinator)

· meeting venue rental

· any special computer equipment that needs to be bought/rented 

· number of participants (hopefully you have some idea of who they are and/or where they are coming from, which will help with estimating travel/accommodation costs)

· travel cost estimates (air, rail, car, etc.)

· number of nights they will need accommodation (remember, people that are travelling long distances may not be able to leave right at the end of the workshop due to flight schedules, and might need an extra day or two of accommodation – you need to decide if you will pay for this from your project budget)

· meals: you can either arrange all meals together, or give everyone a perdiem, but for budgeting purposes, estimate cost of 3 meals per day plus ‘tea’ or ‘snacks’ where you’ll be (or find a venue that includes all of this with accommodation)

· cost of transporting participants to and from the venue (as well as from the airport/train/bus station)

· resource people: do you need trainers, presenters or people with specific expertise to facilitate any sections of the meeting? how much preparation time do they need, and will you pay for that? or just an honorarium?

· note-taker(s)

· translator(s)

· pre-workshop long-distance telephone/faxing costs (for visas, etc.)

· printing/photocopying of materials for workshop

· other meeting supplies: pens, notebooks, paper

· mailing list: do you need a mailing list and archive set up in advance of your meeting?

· possibly a public reception for your guests? 

Do a detailed list, like this, of human resource and service costs for all of your activities. Don’t forget to include an overall project management line item fee of 15% - 20%.  APC has done careful calculations and belief that 20% is the realistic figure needed to administer a project effectively.  This includes financial management.  However, many donors will not accept such a high percentage.  Negotiate with them, and failing reacing agreement on 20%, make sure that you build project management and admin effectively into other line items.

Here is a sample budget from the APC-Africa-Women Beijing+5 project: 

Budget (July 1999 – August 2000) in $US

Following is the detailed budget for the African Beijing+5 activities outlined in this proposal. Costs are expressed in $US.

	Project-Wide Expenses

· Project Coordination

· Communication (faxes, long-distance, phone @ $100/month) 

Subtotal 
	35,000

1,300

$36,300

	Training of Trainers Workshops: Web Site Development & Mailing List Facilitation 

Introductory Mailing List Facilitation Training Session (SANGONeT)

· Airfare ($850 x 2)

· Accommodation/Food/Transport (2 people for 4 days/nights @ $100/day)

· Training (3 days @ $500/day, includes venue and trainer costs) 

Global Beijing+5 Training (4 African Participants)

· Airfare ($1300 x 4) 

· Accommodation/Food/Transport (4 people for 6 days/nights @ $100/day) 

Subtotal 
	1,700

800

1,500

5,200

2,400

$11,600

	Online Working Groups (July 1999 - June 2000)

· 2 Online Working Group Facilitators  ($1000/month x 2) 

· Mailing Lists Setup and Maintenance (2 x $500)

Subtotal 
	24,000

1,000

$25,000


12 trainees, 2 facilitators + Project Coordinator


12,750

4,800

3,000

2,500

1,200

4,500


500

400

250

	500

$33,100
	

	African Beijing+5 Website

· Design Work: Initial Site Outline/Finishing Touches 

· Ongoing Updating and Maintenance  ($500/month) 

· Mailing List to WWW Tool 

Subtotal 
	2,000

6,000

2,500

$10,500

	ARCW On-Site Mini Courses (Addis Ababa)

· Airfare - Project Coodinator, 4 Trainers (5 @ avg. cost of $850/each) 

· UN Rate Per Diem for 60 Workshop Participants*

· UN Rate Per Diem for 5 Trainers/Coordinator (7 days @ $90/day)

· Training materials/Stationary 

Subtotal 
	4,250

16,200

3,150

1,000

$24,600

	ARCW Conference Workshops Research and Preparation (Addis Ababa)

· Presentations Preparation (5 days @ $300/day) 

· Statistical African Regional Survey & Status Report on Women and ICTs in the NGO Sector in Africa (50 days @ $300/day, materials & communication costs)

· African Women & ICT Policy Briefing Document (Writing/Translation/Printing) 

· APC-Africa-Women Promotional Flyer (Design/Translation/Printing) 

Subtotal 
	1,500

 20,000

3,000

2,500

$27,000

	Project Sub-Total 
	$168,100

	Project Administration (15% of Project Total) 
	$25,215

	Project Total 
	$ 193,315


* The 1-day Basic Internet Workshop will be offered twice in advance of the ARCW. The 2-day WWW Publishing Workshop will be offered once. Assuming 20 participants at each workshop, there will be 60 trainees in total:

Day 1 Basic Internet (20 Participants needing 4 days per diem @ $90/day) $7200

Day 2 Basic Internet (20 Participants needing 3 days per diem @ $90/day) $5400

Days 3 & 4 WWW Publishing (20 Participants needing 2 days each per diem) $3600

Total $16,200

Give some indication in the ‘budget’ section of your plan, as to where you will be trying to raise the funds. Here are some questions to think about:

· Is there anything in the budget that your organisation can actually contribute? E.g., a mailing list; a workshop/training venue; a resource person; etc. Make sure you show any contributions that you are making as part of the income/expense.

· Is there any funding you already have, or that any of your project partners have, that can be leveraged in the implementation of this project? E.g., If you are going to adapt materials that have been developed in another project to your own purposes (rather that produce them from scratch), you can show these materials as contribution/income in the budget, and only add the expenditures that you’ll need to do the modifications. 

Evaluation: 
How will you know if you have achieved your objectives? It is important to try to identify some ways to measure success, as funders will ask you for this. Most importantly, you should set ‘indicators’ for success at the beginning of the project (or “Key Result Areas”) that you can review midway through and/or at the end of the project.  Refer to GEM http://www.apcwomen.org/gem/ for a user-friendly guide to evaluation.

Here are some ideas, you will have many others: 

· if you are doing a training session, ask participants to fill out an evaluation;

· if you are producing a website, show that there will be stakeholder involvement in the building of the website, and also that you can measure how the site is used, and by how many

· if you are producing materials or a report, you can invite people to review drafts and comment on them

· convening project advisory groups that you can consult as the project is being developed is very useful

· if you are producing a mailing list, you can count the number of subscribers, the number of postings, and analyse the variety and scope of postings

· you can do a survey of users of a project resource, and report on the findings. 

Note: Make sure to include a budget line item for any evaluation activities you plan to undertake.

Additional Project Planning/Writing Tips:

· try to be as succinct as possible, and use bulleted lists or tables wherever you can

· length of proposals should be limited to 5-10 pages wherever possible

· research potential funders carefully, and adapt your proposal to match their specific funding guidelines; if this is going to take a lot of re-writing work, consider sending them a brief project overview (1-2) pages, to test their interest, before going to all the effort of re-orienting your project to their requirements

· while every funder has their own unique application process, the information in this template should meet most of their needs; additional things you should be ready to answer:

· who will staff the project (often they require CVs)?

· what will you do if you can’t raise all the funds?

· who else are you approaching for funding?

APC’s Project Planning Template

Please use this template when developing an APC project. Refer to the “APC Project Planning Methodology” document as you fill this out – it provides an annotated explanation of the information required in each section.

	Project Title: [one line]

	Proposed Project Start Date:

	Person Responsible: 

- name

- position

- email

- tel/fax

	Proponent Organisation(s):

- name

- address

- tel/fax

	Executive Summary: [one paragraph]

	Project Background: [1-2 paragraphs]

	Project Goal:[one sentence]

	Project Objectives [maximum 4 objectives]:

	Project Activities/Methodology [activities should map clearly to objectives]

	Beneficiaries

	Expected Results/Deliverables

	Implementation Plan

	Project Management and Participants

	Budget

	Evaluation

	Appendices

- more detailed information about the project proponents

- etc.


Worksheet:  Identifying Strategic Issues Related to your Project Initiative

30 minutes in groups

40 minutes in plenary

Aims


· To deepen our understanding of strategy

· To identify strategic issues for the communication workers

· To begin to do some strategic thinking in relation to these issues

Task

Thus far we have talked about strategy and strategic thinking as a process. In this activity we will deepen our understanding by identifying strategic communication issues that you think should be part of the ongoing strategic thinking process of the APC and your organisation at this moment in time.

1. In groups, spend a few minutes brainstorming and noting down, any issues that you think should currently be part of the strategic thinking processes of communication development at global and national levels.

2. Brainstorm and list what are the strategic communication challenges that the APC and your organisation is facing.

3. Select a few to “interrogate” in terms of why you think they are strategic. Work with a minimum of 3-5 issues on both the internal and external front.

4. List and identify the main strategic issues that emerge from your exercise and state these as strategic objectives.

You have 30 minutes on this activity. Prepare to share what your strategic issues are and why you think they are strategic.

	Critical / Strategic Communication Issues
	Why is this Strategic? How does it relate to your vision and priorities?

	Global level

	
	

	
	

	
	

	National level

	
	

	
	

	
	

	Loval level
	

	
	

	
	

	
	


	Critical / Strategic Issues
	Why is this Strategic? How does it relate to your vision and priorities?

	APC

	
	

	
	

	
	

	My Organisation

	
	

	
	

	
	


Worksheet:  Developing the implementation plan

A good Implementation Plan is not merely a technical process; it is a tool that enables an organisation to turn a strategic “wish list” into strategic achievements. It also makes budgeting easier and more accurate.  

Steps:

1.  Identify the overall project goal in express in relation to your overall strategic goals.

2   Identify specific objectives that you need to achieve to realise the goal

3.  State these objectives as Project Components.

4.  Break down each Project Component into Activities and steps and tasks.

Fill in the following worksheet for each Project Component.

	Project Goal:

	Project Objective:

	Project Component:

	Activity


	Step/Task
	Start
	Target beneficiaries and partners
	Who’s responsible?
	With whom?
	Resources
	Monitoring

	1. 
	
	
	
	
	
	
	

	
	
	
	
	
	
	
	

	2. 
	
	
	
	
	
	
	

	
	
	
	
	
	
	
	


Worksheet:  Strategic identificationof  ICT tools you could be using to implement your project.

	Project Component:

	Information and communication tool
	How would you use it?
	What would the outcome be?
	Who will make it happen
	Resources – money? Time?

	EMAIL
	
	
	
	

	WEBSITE
	
	
	
	

	INTRANET
	
	
	
	

	MAILING LIST
	
	
	
	

	DATABASE

(ONLINE? OFFLINE?)
	
	
	
	

	POLLS / POSTCARD COMPETITIONS/
	
	
	
	

	THEATRE / SONG / POETRY
	
	
	
	

	TV (ADVERT? INTERVIEW?)
	
	
	
	

	MEETINGS / WORKSHOP
	
	
	
	

	ART
	
	
	
	

	RADIO
	
	
	
	

	PRINT (pamphlet, brochure, article)
	
	
	
	


WHAT OTHER TOOLS CAN YOU THINK OF TO ADD TO THIS LIST??

Examples of formats could include (please add others):

Internet tools - email, website, intranet, mailing list, online or offline database, interactive features such as polls, postcards, competitions

Broadcast technology - radio, TV, adverts

Traditional formats - theatre, song , poetry, art, meetings, conferences, workshops

Print formats - brochures, pamphlets, features, articles, interviews, profiles
Worksheet:  Steps involved in strategic ICT planning

These can be applied to your organisation, working with your client community, or in doing the ICT components of a project plan.

ICT planning is a PROCESS, not just a product.  The process can be broken down into seven phases. These steps are a recommendation; other sources may recommend entirely different steps or variations of these steps. However, what is described here is the basic work that needs to be done and the typical products of the process. Thoughtful and creative planners will add spice to the mix or elegance to the presentation in order to develop a strategic plan that best suits their organization!


1. Step One: Getting Ready - Preparing for the planning process 

This phase involves whether an organization's leaders are truly committed to the effort, and whether they are able to devote the necessary attention to the "big picture". For example, if a funding crisis looms, the Executive Director has resigned, or the environment is turbulent, then it does not make sense to take time out for strategic planning at that time.

An organization that determines it is indeed ready to begin strategic planning must perform five tasks to pave the way for an organized process:

· identify specific issues or choices that the planning process should address 

· clarify roles (who does what in the process) 

· create a working team or Project planning committee

· develop an organizational profile 

· identify the information that must be collected to help make sound decisions. 


Setting up a technology team and ensuring management and staff buy-in will allow you to get started with the whole organization behind you. 

The product developed at the end of the Step One is a Workplan.

2. Step Two: Defining needs
Creating a shared, coherent idea of what it is you are strategically planning for.

Why do you need ICTs? What will new technology help you do that you can't do already? Defining your needs will enable you to choose the most efficient solutions. 

3. Step Three: Assessing the situation and resources
Once an organization has committed to why it exists and what it does, it must confront its current situation. Part of strategic planning, thinking, and management is an awareness of resources and an eye to the future environment, so that an organization can successfully respond to changes in the environment. Situation assessment, therefore, means obtaining current information about the organization's strengths, weaknesses, and performance - information that will highlight the critical issues that the organization faces and that its strategic plan must address. These could include a variety of primary concerns, such as funding issues, new programme opportunities, changing regulations or changing needs in the client user population, and so on. The point is to choose the most important issues to address. The ICT Planning Committee should agree on no more than five to ten critical issues around which to organize the strategic plan.

Assess your existing technology. What do you have in place? How well is it working? Assess systems and staff skills.

The products of Step Three include: a data base of quality information that can be used to make decisions; and a list of critical issues which demand a response from the organization - the most important issues the organization needs to deal with.


4. Step Four: Developing Strategies, Goals, and Objectives - Exploring solutions
Once an organization's mission has been affirmed and its critical issues identified, it is time to figure out what to do about them: the broad approaches to be taken (strategies), and the general and specific results to be sought (the goals and objectives). Strategies, goals, and objectives may come from individual inspiration, group discussion, formal decision-making techniques, and so on - but the bottom line is that, in the end, the leadership agrees on how to address the critical issues.

This can take considerable time and flexibility: discussions at this stage frequently will require additional information or a re evaluation of conclusions reached during the situation assessment. It is even possible that new insights will emerge which changes the thrust of earlier conclusions. It is important that planners are not afraid to go back to an earlier step in the process and take advantage of available information to create the best possible plan.


Research existing ICT options and decide on ones that meet your needs at a minimum cost. 


The product of Step Four is an outline of the organization's strategic directions - the general strategies, long-range goals, and specific objectives of its response to critical issues.

5. Step Five: Write the plan
The mission has been articulated, the critical issues identified, and the goals and strategies agreed upon. This step essentially involves putting all that down on paper. Usually one member of the Planning Committee, the executive director, or even a planning consultant will draft a final planning document and submit it for review to all key decision makers (usually the board and senior staff). This is also the time to consult with senior staff to determine whether the document can be translated into operating plans (the subsequent detailed action plans for accomplishing the goals proposed by the strategic plan) and to ensure that the plan answers key questions about priorities and directions in sufficient detail to serve as a guide. Revisions should not be dragged out for months, but action should be taken to answer any important questions that are raised at this step. It would certainly be a mistake to bury conflict at this step just to wrap up the process more quickly, because the conflict, if serious, will inevitably undermine the potency of the strategic directions chosen by the Planning Committee.


Your written plan should document your resources, needs and solutions, as well as your budget. 

The product of Step Five is a strategic plan!

6. Step Six: Get funding
You can now use your ICT plan as key element in seeking technology funding. 


7. Step Seven: Implement the plan 

Setting a timeline, assigning responsibilities and evaluating your progress will make your plan a reality. 


Most organisations will want to seek help with one or more aspects of the technology planning process. 


ICT planning is no simple matter, but it is a rich, powerful process. In the long term, it can reduce problems and lead you to use technology to further your mission in ways you never dreamed of. 

