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1 The Benefits of Forward Planning

1.1 Imtroduction
‘Plans are nothing; planning is everything’ (President Eisenhower)

‘Forward planning’ is crucial to the good management and future security of museams
and art galleries. It is a process which can guide museums through the difficult times
which many are currently experiencing, producing better services and greater efficiency
as well as a useful document (the forward plan). Many funding agencies now demand
evidence that a museum has been through a process of forward planning and the
Museums & Galleries Commission advocates forward planning as an essential feature of
the well-run museum. These Guidelines are designed to give a simple, straightforward
introduction to the benefits and process of forward planning.

1.2 Definition of ‘forward planning’

Can we produce a definition of ‘forward planning’ that will help to guide our thoughts?
You may find that there is no shortage of definitions, but we suggest this one:

‘Establishing a clear view about where the museum is heading and how it will get there.’

This definition incorporates three key principles of forward planning:

1 ‘Establishing a clear view...’

The process involves consultation within and outside the museum to achieve agreement
among all the interested parties (the stakeholders) about the future direction of the
museum.

This part is vital because agreeing the overall view considerably increases the chances
of successful implementation of detailed objectives later. This agreed view may be
expressed in terms of a ‘vision’, ‘mission’” and strategic aims.

2 ‘Where the museum is heading...’

Once agreement has been reached about the general direction of the museum, it is
important to establish some milestones, or goals, along the way. These are ‘objectives’
and they can normally be achieved within a specific time period. They are backed up by
‘targets’ which focus on short-term tasks and can be linked to small teams or individuals.

3 ‘How it will get there.’

Forward planning is not just about vision and milestones. It also includes ‘strategy’ or
how the museum is going to achieve its goals. That means considering the allocation and
application of resources — people, money and other things like buildings and equipment.
Unless the forward-planning process clearly identifles how the museum is going to
achieve what it has decided to do, then the chances of achieving anything are severely
reduced. This ‘how’ part also includes performance management — a way of helping to
see how the museum is progressing towards achieving its goals.

So, this is what forward planning is. But, except for keeping funding bodies and
bureaucrats happy, why do you need to bother with it?



Producing a Forward Plan

1.3 Why planning is important

There are certainly no shortage of reasons given by museum trustees, managers and
curators why they don't get engaged in forward planning:

5 _' Redsons Not to Plan

T ol dldn i come into museums to spend my t1me plannmg._ -

e We re too busy dedllng w1th day—to—ddy problems
'ﬁ.:o__'_Wedonthavetlme o P : s

' .'We re only small

. I have 1t in my head

T e _Everyone knows Where we re gomg

: o _"We started bnt we got really bogged down and ran out of steam Vi

o (Llst courtesy of Mlﬂhaﬂf Dﬂy)

K No~oneeveraskedusto . AL _-_-_:::

Most of them are short-term responses. Forward planning is not a quick process; it is
about planning for the longterm and needs an investment in time (and commitment).
But then museums are about longterm objectives, the care of collections for future
generations, often pursued with minimal resources which have to be used efficiently and
effectively. Under these circumstances common sense ought to convince us that
longterm planning is essential.

But the benefits of forward planning can also be seen on a day-to- day basis within the
museum, enabling it to simply work better:

e Beneﬁts of Forward Plannlng g
s c y Helps to ensure longterm guardlanstnp of eollectlons

Everyone (msrde and out31de the museum) is clearer about what 1t 1s trymg G
3‘_-_toaeh1eve N T R AR : BT _:._::':’:_-"

: o Everyone in the museum knows how they ﬁt 1nto the museum § cums dnd
' 'Ob]eCthCS L : -

- o It leads to more effeetlve use of resourees
‘3 _' B i mtegrates all parts of the museum ‘s operatlons in one management process,' VR
et prov1des a framework w1thm which strateglc decmlons can be made, - '

el Produces a plan Wthh aets as a pomt of reference for all stdkeho]ders Sanaian




The Benefits of Forward Planning

It needs to be emphasised that while the forward-planning process does produce a
forward plan, that is not necessarily its most important outcome. The actual process of
thinking about what the museum is trying to achieve and how it is trying to do it, may,
in fact, be far more valuable. Forward planning gets people thinking about the museum’s
purpose and how it can be successfully fulfilled. The plan is a convenient way of
summarising the results of these considerations and presenting a statement about the
museum's purpose and goals to the outside world.

We would argue that the process of forward planning is at least equal in importance to
any formal document produced. But actually having a written document is still very
important because it acts as a focus for strategic thinking and decision-making and is
tangible evidence of the processes you have been through, and hopefully will continue
to go through. Furthermore it helps your museum to demonstrate credibility to cutside
bodies who may be considering whether or not to offer you funds.

A Forward Plan Wlll Enabie You... S
o To systematically record the deusrons you have already made in the Jei
' forward—plauumg process ' ' - e

e T0 help monitor your progress Lowards achlevmg your agreed aimy and
Ob]eetlves Lo : :

@ Toactasa framework and basis for contlnulng strategre thluklng and
. . decision-making about the future of your museum. I

e To demonstrate to others that you have gone through the forward plannmg Ry
" process and have made dec1s1ons : : : '

s To demonstrate your credlbﬂlty and v1db111ty

e To aceompauy b1ds for addmonal fundmg. sponsorshlp, etc

e To meet the requlrements of fundmg bodles WhICh 1n31st that you have one ;';'3 R

There are also some broader benefits to the museum for having a forward plan.
It answers (for those most closely involved with it) key questions about the museum.
without which it may not be able to function effectively.

'Deﬁnmg the Museum

A forward p]an promdes the museum and 1ts staff w1th
s A sense of purpose. ;- SRTREIS T '(What are we here for’}
o As sense of audlence..__ o . L "(Who are we here for?)
Y A sense of dlrectlon L _ SN _(Where are we gomg?) REa
o A strategy S -; : j '(How are we gomg to get theref).; | _
o A finaticial frarework S (How a a_re;we_ ‘going to pay for__fc?j_ :'3; L .
‘o Asense of ach;evemen_t.' . .;. ' :_ (Howwell arewealong o

2).:;:'_::.
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2 How to Start Planning

2.1 What should your forward plan look like?

Once you have decided to produce a written forward plan, how do you go about writing
it, what should go in it and what should it look like? There are no hard and fast rules
about the forward plan. You will even find it called all sorts of different names, such as
business plan, strategic plan, development plan, etc. These terms are broadly inter-
changeable although the emphasis of approach will be different. Conténts, stracture and
appearance will depend on your musenm's particular needs. There is no one ‘best way’ of
preparing a forward plan, but here we are recommending a model which includes the
essential best practices which those in museums who have got (and use) forward plans
have recommended to us.

What sections would you expect to find in a good forward plan?
1 Mission statement.
2 Situation review,

3 Strategic aims.

4 Current objectives.
5 Performance Indicators.

6 Appendices (if absolutely necessary).

But simply ensuring that you have ‘something’ under each of these headings does not
necessarily make a ‘good’ forward plan? So what does?

s :.f. f_ _'A Good Forward PIan Is . = And It W1ll

' o _Strateglc ' ': SR L _' Ce .Idennfy current ob]ecuves dnd strdteglé's' -
e Integratwe . : _: : ' . Clearly 1dent1fy résources. '
_é'p?:.S.h.ort'. SR SR .o_g Clearly allocate I‘eprIlSlbllltles
i e Achlcvable ._ _ 1'._:_ ERES o '_Inciude an 1mplernentat10n tunetable
"o:.f :Consmtent j' - s Provide meas_ures of p.éff.(.)rm_ance;_ o

1 Ttshould be strategic. The forward plan must always focus on the key strategic issues;
the things that really matter to the success and well-being of the museum in the
longterm. Because of this it is important that the vision, mission and strategic aims are
clearly stated. They set the ‘keynote’ for everything that follows in the plan and in what
the museum is actually trying to achieve.

2 1t should be integrative. All the key activity areas of the museum should be included
in a single forward plan. The temptation to produce a pile of plans for individual sections
or units, or indeed separate functional strategies (eg. marketing), ought to be resisted if
they form an alternative to a single integrated document.

10




How te Start Planning

3 1t should be short rather than long. There are two potentially conlflicting views about
the length and content of a forward plan. The first is that it should be a very detailed
reference worl containing considerable amounts of data and information describing
what the organisation does as well as what it intends to do. It will often also include
a record of the consultative and analytical processes (eg. SWOT) involved in forward
planning as well as the conclusions derived from them. The second is that it should be a
short document focusing on key issues and featuring only the outcomes of detailed
discussion and analysis.

While the first has its place, and certainly the detail should be readily available for ref-
erence within the organisation, we believe that the second is more appropriate because:

a. A shorter plan is more likely to be used internally as a working document throngh-
out the organisation;

b. A forward plan must succinctly communicate the museum'’s intentions and
aspirations to external stakeholders; and .

¢. A shorter plan is more likely to be read. The results of the analytical processes may
form an optional appendix or be retained for internal consultation only.

4 It should clearly identify the current year’s objectives and how they are going to be
achieved. What the museum intends to achieve for the current year should be at the
core of the forward plan. Each objective should be related to one of the museum’s aims.
It should be supported by information on the following:

a. How will it be achieved (the strategy).
'b. What resources are available to enable it to be achieved.

¢. Who is responsible for achieving it.

d. When should it be achieved by. _

e. What indicators/measures will help monitor its progress towards being achieved.

This should be succinctly conveyed and presented in such a way that the above five
points easily relate to the objective they refer to and to each other. A tabulated form has
worked well in many forward plans.

5 The number of aims and objectives should be limited to that which is achievable.
The forward plan should not be cluttered up with meaningless or hopelessly ambitious
atms and objectives. It should, above all, be achievable.

6 It should be internally consistent. Objectives should relate to an identifiable ‘aim’
and both should make a clear contribution to fulfilling the museum's vision, mission or
purpose.

7 Tt should cover a specific period of time. Most forward plans are for a period between
two and five years. The most appropriate length will vary from organisation to organi-
sation. It is probably difficult to ‘plan’ meaningfully beyond the current year and next
year. Most publicly funded museums are only allocated financial support on a yearly
basts anyway. It is nevertheless still possible to look beyond the immediate financial
horizon, though inevitably in less and less detail the further ahead you go. We would
recommend a two to three-year time horizon but it is essential that the plan is reviewed
and revised on an annual basis.

11




" Producing a Forward Plan

2.2 Introducing the forward-planning process =

The first important thing is to decide how are you going to tackle this (perhaps daunting)
task? The best way is to see it as a process that has a number of stages and you intend to
move systematically through them, one to the next. This keeps the process rational and
maintains a sense of order. Any ‘strategic management’ {which is what we are talkking
about) textbook will supply you with a forward-planning process diagram or ‘model’.
Unfortunately although they all contain roughly the same elements, no two are exactly
the same and none of them were produced with museums in mind. Our ‘model’ includes

all the key elements for museums, the arrows indicating in what order they should be
tackled:

The Forward-Planning Process

. i Mission
External e ! e Internal
review f ¥ o review
: Situation review

Strategic aims

Strategy

Key issues to address

Proposals

Making choices

Performance
monitoring

Implementation

12



How to Start Planning

This ‘model’ shows all the key stagesin a forward-planning process and how they relate
to each other, We will follow these through one by one.

One important thing must be kept in mind throughout. Forward planning offers a real
opportunity fo change the direction your museum is. going in (hopefully for the better).
However, there is a tendency for participants to treat it as a ‘clean-sheet’ exercise. In
other words, to act and make resolutions with scant regard for what already exists. This
is fantasy forward planning!

In reality, most forward planning is about recording and validating what we are doing
already and what we are already committed to. Remember that museums are like most
organisations; the majority of their resources are committed to core activities which it is
difficult to ignore or change without sertously impairing the organisation’s mission. So,
in museums, for example, the majority of resources are directly or indirectly committed
to the collections, their care, interpretation and presentation to visitors. Since the unique -
defining-point of museums is their collections this would seem to be entirely appropriate.
Similarly, most museums are tied to their existing buildings. However much they would
like to be free of them, in reality it is relatively rarely possible to ‘start again’. The
realities of what we already do and are committed to must therefore be reflected in our
forward planning, and everybody involved needs to understand that point.

But first some consideration has to be given to who should be involved in the process.
Remember that the most effective forward planning is that which promotes commitment
through consensus. How can that be achieved?

2.3 Getting people involved

As a guiding principle we suggest that the more stakeholders that are involved the
better. This will not necessarily be the easiest way to do it. Producing a forward plan
quickly is best achieved with as few people as possible. But it will not achieve consensus
within the organisation and so is therefore more likely to be either rejected or be left
unused. Either way, the whole exercise will have been a waste of time.

i .'S:t:akéhbldefs' are any Lndlmdualb groups or Q_i::he_:i‘_ 'ofganis'atit)hs that :h'a_v_e_._'a'
- legitimate interest in the museum. They may include frusiees, museum staff,
. lunding bodies (cg: the local authority; the Area Museum Council; the

-"Museums & Galleries. Commission), ‘friends” groups, volunteers, visitors; ctc,

To be successful you should want as many people as possible to participate in the
forward-planning process and to be committed to its outcomes. '

Members of staff

Every effort should be made to give all members of staff an opportunity to confribute io
the forward-planning process. How this is done may depend on the size of your museum,
but we suggest that groups of staff should meet together to discuss what the museum’s
purpose is, what are the key issues that need to be addressed and what the museam's
strategic aims (those few vital longterm goals) should. be.

13




Producing a Forward Plan

External stakeholders

One thing which should be stressed to ‘in-house’ staff teams involved in forward
planning is that while their contribution is valued, it is not the only one and the views
of external stakeholders also have to be taken into account. Canvassing the views
of external stakeholders and ensuring that they make an appropriate contribution to
the process is more difficult. It is probably best left to the first or second draft stage
when there is something substantial or at least partly worked through and ‘agreed’ inter-
nally. These stakeholders will typically include funding bodies {present and future),
managers from other organisations or another part of the same one (for example, in a
local authority} and possibly even governing bodies.

Senior museum professionais

The role of the senior museum professional/manager/curator needs to be thought
through carefully. He or she should be quite clear what part they intend to play in the
process of collecting views and formulating a forward plan from the bottom up. We
suggest that they set key parameters for the exercises. Teams need to be aware within
what boundaries they are expected to make their contributions. For example. which
potential suggestions would be ‘politically unacceptable’ to the governing body and
therefore need not be discussed. Most teams actually appreciate it when clear parameters
and boundaries are set; it enhances the feeling of being treated professionally and it
would mean that any conclusions they arrive at have a real chance of being accepted by
the governing body. Beyond that, we suggest that the senior professionals/manager
should act, as far as possible, as an equal member of the team, contributing helpful
guidance, when required, on what may be complex issues. His or her only other major
contribution will be a final revision before it goes to the governing body, not to alter the
content but to ensure that the presentation standard is high.

Consultants

The role of consultants needs to be considered. One problem with an approach which
encourages the ‘bottom up’ involvement of staff teams, is that they may lack direction
because that leadership role is often adopted by the most senior professional/
manager/curator, and there may be a belief that whoever ‘leads’ the team sessions (and
that probably includes recording their thought processes and ultimate conclusions) will
not be able to participate fully in the process. The solution may be to use an appropriate
‘facilitator’ to lead the sessions, provide an objective element in the proceedings and
probably actually produce the draft documents in accordance with the teams’ wishes. A
skilled facilitator will make a very positive contribution to the process and ‘ease’ it for the
participants.

This, it must be stressed, is not the same as inviting consultants to come in and write

your forward plan for you. We do not feel that this is advisable, because although you
may get a very professional-looking plan at the end of it all, it will probably not really be
‘owned’ by the organisation. When seeking a suitable facilitator we suggest that you try
and find somebody who knows the sector well, who has experience of doing this sort of
work in another museum, and somebody you will feel comfortable with. Your Area
Museum Service will be able to provide advice.

14
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3 Producing the Plan

3.1 The forward-planning process

Now we've considered who is going to be involved, and how, let’s make a start on the |

forward-planning process.

Mission

At the pinnacle of the process is the museum's mission. You may already be very
clear about this and indeed may have a writien mission statement. But it is still worth
discussion in some detail because only in that way will you all be sure about what
you are trying to achieve. And until you have done that you cannot write an effective
forward plan.

The Forward-Planning Process

Internal
review

External
review

Situation review

Strategy

Key issues to address

Proposals

Making choices

Performance

Implementation . -
: monitoring

15




Producing a Forward Plan

Ideally, the mission of an organisation answers five key questions about it and tries to
summarise these succinctly in a ‘mission statement’.

. Mission Statement . B I
* _encapsulate the purpose, values
- audience of an’ organisation in a

. inspirational way. .t

MiS’sion:__-:'.-. L S :
- Why we exist (Pur’ﬁ)ose)-' 5 L G

3 : What We believe j_u (‘.,‘.Fahle.s).'.

" YWhat we want to achieve (goals). = DS b i
. What we do (function).- . _ RRER B
. Who we do it for (aﬁdiencé/st'akéholder'sj_.:_._ R ._ “

ve ;::'g:'o:«':_.lls',"str'f_i'_t'_eg'j'r'and_:‘nai:r'g'et_ TR
n informative; and, hopefully:: -

The ‘mission statement’ is not always highly regarded because while it is easy to write
something bland and meaningless, it is very difficult to produce a good one. To try and

do so is important because apart from being a good advocacy tool for the museum, the

mission state
process.
As in most aspects of forward planning, the mission needs to be thought through

ment can provide a useful reference point for the whole forward-planning

carefully and the musewm team should methodically ‘develop’ the mission. Investment
of time and effort at this stage of the forward-planning process is very well worth it,
because in trying to define the mission so many crucial questions have to be asked and
discussed.

16




TFOUHCITTE LIe CIHr

Situation review

The Forward-Planning Process

Mission

Strategy

Key issues to address

Proposals

Malking choices

Objectives

Performance

Implementation o
monitoring

Once the mission has been clarified, a review needs to be carried ocut of the museum’s
current situation. Carrying out a full ‘situation review’' could be an enormous task for
even the smallest museum. One could investigate every aspect of every activity that the
museum is engaged upon. Such a thorough review of each activity should periodically
be undertaken but it will probably be difficult to do it all at once because of practical
considerations such as ‘who will do it? and ‘how much time will it take?’. You will
probably, therefore, have to be selective about which issues you look at in detail.

The situation review will include aspects both external and internal to the museum.
You will need to begin the internal review bjf trying to identify what appear to be the key
issues confronting the museum. As many people as possible ought to be engaged in this
initial ‘brainstorming’. The most common way of doing this is to carry out a SWOT —
Strengths, Weaknesses, Opportunities, Threats — analysis. This lends itself well to a
group meeting where those present can list what they see are the museum’s strengths
and weaknesses (ie. things internal to the museum) and the opportunities and threats

17




Produicing a Forward Plan

waiting for the museum in the outside world (ie. external to the musenm). These can be
presented in a simple grid: '

B _. SWOT Analysis :
'Strehgfhs; B Weaknesses

AR Opportuntties = - B T_hre_eﬁs_' '

Many museum SWOT analyses go no further than producing lists on the grid (and then
reproducing them as an appendix to the forward plan). However, to get the full benefit
from SWOT analysis you should do two other things. First of all get the people doing it to
prioritise the lists so that the most important (or key) issues are highlighted. (‘Being
strategic’ is largely about being able to pick out the significant things from the rest.)
Secondly some thought then needs to be given as to whether you can match your
strengths with the opportunities, because this suggests an important way forward for
the museum. Similarly, when weaknesses and threats match, you need to give them
particularly careful attention.

SWOT is a powerful analytical tool which can get all vour team engaged in the
forward-planning process. However, in addition to that, you also need to devote specific
time to assess what emerged from it in more detail. This will usually include taking a
thorough look at how the museum has been performing in the past, and what it might be
capable of in the future (the internal review). But you also need to see your museum in a
wider context to evaluate how external forces may affect your museum in the future.

For the purpose of the forward-planning process it is more advisable to select a few key
“internal’ strategic issues and look at them in detail. Each museum will need to draw up
its own list to match its mission and circumstances, but the following are typical areas
that might be looked at:

1 Visitor numbers: _
What have been the trends over the last ten years? Are visit numbers increasing or
decreasing?

2 Finance:

What has been the trend over the last five years? Has the museam’s budget been
increasing, or is it, in real terms {taking inflation into account), decreasing? Can you
forecast whether or not future years’ budgets will be adequate to maintain your current
activities/services?

3 Collection management: :
How complete is the documentation of the collections? Are the collections well cared for,
or may some of them be ‘at risk’ because of poor environmental or storage conditions?

4 User services: _

Are all the services we provide (eg. school loans, identification of artifacts) being used to
a level that makes them cost-effective? Have there been any changes in take-up over the
last five years?

5 Commercial activities:
Are these yielding a satisfactory level of income? What have been the trends over the last
five years?

18




Producing the Plan

Tt will be seen from the above that this analysis is, at least in part, about comparing the
situation now with what has been happening over the last five to ten years. The purpose
of this is to enable you to identify any problems and then to decide what to do about
them.

Particular attention should be paid to financial analysis. A forward plan should
indicate clearly that:

a. A revenue budget exists for the museun;

b. That capital implications and future needs have been considered, and that

¢. Appropriate financial management mechanisms are being operated.
Different types of museums (eg. independents and local authority) have quite different
financial reporting and monitoring needs. However, all need to present revenue
information which tells us:

a. Patterns of expenditure;

b. Sources of income.
Our recommendation is that this information is presented for a five-year period; the last
two years' actual expenditure and income, the current year's budget and the projections
for the next two years (or the duration of the forward plan, if that is longer). It is also
important that the information presented is broken down into suitable headings or cost
centres. A typical example might look like this:

]
Financial Plan 1993/4 | 1994/5 | 1995/6 | 1996/7 | 1997/8
Actual Actual Budget | Budget | Budget
Expenditure (£)
Salaries/wages

Building cosis

Admin costs
Overheads/recharges
Equipment

Equipment maintenance
Exhibitions

Activities

Projects

Purchase fund

Total Expenditure

Income (£)
Local authority
AMC grant-aid
Other grants
Sponsorship
Fees/rents
Donations

Trading
Total Income

Net Surplus/Loss

19




Producing a Forward Plan

It will clearly be necessary to provide definitions for the categories you use {which need
not be precisely those given in the example above), and it will not necessarily be possible
to forecast figures (especially those for income) accurately. But a forward plan must
provide evidence that a credible and realistic financial-planning regime does exist in your
museumn.

The key areas to Iook at in the external review are as {ollows:

1 Governance:

Will the governance arrangements for your museum change in the foreseeable future?
Is it possible that the governing body may be reconstituted? Are you about to become a
unitary local authority? What changes will that bring about?

2 Political:

What effect would a change of government have on your museum? How far do you
rely upon the current administration for grants? What impact would a change of
power within your local authority have? Would it lead to a changed attitude towards
delivering direct services, supporting independent voluntary groups, or in the type of
services it will give priority to?

3 Legislation:

Ts there any key new legislation coming along which could impact directly upon what
you do? More commonly, is there any apparently unrelated legislation which may have
unintended consequences for you?

4 Social and demographic:

Do you anticipate any social or demographic changes having an impact upon your
services? What are the key changes anticipated and how might you wish to {or be
expected to) respond to them?

5 Economic and planning:

Are there changes about to occur in the local economy which may impact upon your
visitors? Might there be a shift, for example, from high-street/town-centre shopping to
out-of-town greenfield sites? What consequences would this have for the museum? Are
there any major planning zone changes or significant development proposals which
could either affect the museum, or in which the museum would like to participate?

6 Markets:

What market opportunities might present themselves? What are the trends in visits and
income generation? Who are your competitors and is the competition going to get
stronger?

7 Technology:
What technological innovations may either affect you or be available to you?

8 Standards: ‘
What external standards may vou need to conform or aspire to? (eg. Registration
Phase I1.}

All this analysis may be time-consuming (and difficult), but when you bring it all
together you will have a valuable picture of the key issues currently affecting, or likely to
affect, your museum in the future. These issues will indicate to you what are the critical
success factors for your museum: the things which you have got to get right il you are
going to achieve your aims and be judged successful. Once these have been identified you
are ready to formulate your strategy, or how you infend to deal with what you have
discovered.
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Producing the Plan

Strategic aims

The Forward-Planning Process

...... Mission - .
Internal
review

External
review

Situation review

Strategy

Key issues to address '

Propbsals

Making choices

Objectives

The Plan

Performance
monitoring

After the situation review, we need to agree the strategic aims. There are a small number
of key goals which are either always going to be important to the museum, or at least will
be, for the foreseeable future. Hopefully it will be possible to recognise direct links
between elements in the mission and the strategic aims.

Strategic aims need to be attainable but not necessarily in the short-term. It may, for
example, be one of a museum’s aims to completely refurbish all its galleries, but
that might take ten years. On the other hand, a strategic aim may be timeless, as, for
example, in seeking to ‘make a valued contribution’ to the cultural life of a city. This
is an ‘ongoing’ aim where the focus for achievernent will be more on the annual
objectives.
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Producing a Forward Plan

' Developmg Strateglc Alm.‘:
° They must be genuinely strateglc and few in number

‘o : They must be agreed upon as Lhe result of w1de—rangmg consultatlon 1n51de B
" and outside the museum.. . : . : : -

e They must be realistic and acI:uevable
‘e They must be as specific as pOSS}.ble

e They should relate to the key actnnty areas of the museum

Each strategic aim will probably relate to a key activity area of the museum, for example:
o Collections management.

e Access to collections and services.

e Social/community contribution.

e FBEducation/outreach.

e Resources management.

o Satisfying key stakeholders’ aspirations/interests.

In local authority museums, it is important (and an efficient use of your time) to ensure
‘matching’ between sirategic aims in the forward plan, and similar statements in other
internal documents such as service mapping or plans.

Most museum teams have little difficulty in agreeing what are the key-or core-activity
areas of the museum. What is much more difficult is to allocate limited resources
between the aims and to fund the best way (or ways) to achieve the aims. This is where
the museum needs to consider its strategy (or strategies) for achieving its aims, and that
is the next part of the forward-planning process.

22




Producing the Plan

Strategy
The Forward-Planning Process
_ _ Mission R
review : e review
Situation review
Strategic aims
The Plan

) Performance

Implementation e :

monitoring

Strategy is about turning your mission and strategic aims into successful action. It's as
simple as that. Unfortanately it is actually the most difficult part of the forward-planning
process. This is because there are no simple formulae or sets of rules which will guaran-
tee success. Furthermore having a ‘plan’ may help but that won't guarantee success
either. Why do we bother with the ‘strategy’ bit at all then? The reason is basically that
it helps us to reduce uncertainty.

We all live in an uncertain world. Museums are no exception. Developing a sirategy
to get the organisation from where it is now to where we would like it to be includes
taking into account our strengths and weaknesses, the resources at our disposal, and
the external opportunitics and threats. We use that knowledge to help us reduce
uncertainty in the pursuit of the goals we have identified as desirable. Please remember,
however, that strategy does not eliminate uncertainty, it only reduces it. As we have
already noted, it cannot guarantee success.

The first stage of determining strategy is to look at the agreed strategic aims, the
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strategic moves and critical success factors yvou have identified and produce some
proposals as to how to proceed to achieve or deal with them. This is a very important part
of the process and deserves plenty of time being devoted to it. The musewm’s governing
body, management team or whichever group has to decide what strategies are going to
be pursued, must ensure that the full range of options are put forward for consideration.
Too often we have seen museums making important strategic decisions based on too
narrow a consideration of the problem because too few solution options were presented
in the first place. ' ‘

Once all the proposed options for strategies have been assembled then choices have
to be made. There are some simple strategic choice tests which can be applied to each
option. They are useful because they help to ensure that all the options are evaluated
using similar criteria. The three most useful tests are:

1 Isit appropriater
Is this the sort of thing that you feel a museum should be doing? (eg. wedding receptions
in the galleries}.

2 Is it acceptable?

1f you did this, would your governing body or other stakeholders (including visitors and
the media) accept this? Is it legal? Would it arouse hostility among those whose support
(or at least neutrality) you valuer

3 Tsit feasible?

Have you got the capacity to actually do it? Is what we want to do in danger of out-
running our capacity to do it? Do our people have the necessary skills? Can they be
found from elsewhere? Has the museum got the resources {people, money, buildings,
equipment, etc.) to actually be able to do this?

Throughout the forward-planning process il is important to always be asking if what
you are proposing is feasible. Can it be achieved? If not, then drop it. There is no point
in ‘setting yourself up for failure’ by pursuing either unattainable aims or embarking
on strategies which ultimately will founder and not help to achieve your aims.
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Objectives

The Forward-Planning Process

Mission

External Internal
review o _ review

Situation review

Strategic aims

Strategy

Key issues to address

Proposals

Making choices

The Plan

Performance

Implementation o .
monitoring

Once the strategy, or more likely, a series of strategies, has been agreed upon, it is then
possible to set detailed objectives. These are short-term goals related to each strategic aim
and which are expected to be achieved in an identified period of time. To be effective they
must be specific and measurable in some way, in contrast to the strategic aims which
may be quite broad and perhaps longterm. The same strategic aim might be current for
the whole period (say three years) of a forward plan, but objectives would normally be
much shorter term, typically being expected to be achieved within a 12-month period.

The simple example in the box below illustrates the relationship between strategic
aims, strategy and objectives.
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s Lmklng Strateglc A;ms, Strategy and Ob]ectives Rt o SIS
e Increase the number of VISitOI‘S to the museum (strdteglc mm) S
e Raise the proﬁle of the museum (one of the strateg1es to be employed)

e Double the productlon of pubhclty ledﬂets thls year (one of the ob}ectwes)

To make sure the objectives for the year proceed as expected, it may be necessary to set
specific targets to be achieved, and link these to a particular team or to individuals. But
these need not appear in the forward plan. Rather, they should be set by the museum's
management team as part of the process of monitoring progress towards achieving the
objectives. '

3.2 Writing the plan

Now you should be ready to bring together all the information you have assembled
and the decisions you have made. These can be 'written up' as your Plan. The tfollowing
format is suggested as a model:

MODEL FORWARD PLAN

1 INTRODUCTION

Sets the scene by briefly describing the museum/museum service; what buildings,
collections and people it includes; how governed; size of budget: principal achievements
in the past five years; clear indication of who benefits from the musewm service; what sort
of response it has had from its audiences and stakeholders.

2 MISSION STATEMENT

3 SITUATION REVIEW

Key Service Statistics

You should list here any information that would be helpful in indicating the scale of the
museum's operation and its capacity to develop in the future. For example,

e Visit figures. _

o Number of staff/functions/grades.

s DBudget.

e Size and range of collections.

e Number and location of museum buildings (please include a map).

Key Issues to be Addressed (no more than six)
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Critical Success Factors (no more than six)

SN e W N

Financial Plan (Revenue)

Producing the Plan

Financial Headings

1993/94
Actual

1994./95
Actual

1995/96
Budget

1996/97
Projected

1997/98
Projected

Expenditure (£)

1 Salaries/wages

2 Building maintenance

3

=R --T I B - B B

10

Total Expenditure

Income (L)

1

| || | W

Total Income

Net Surplus/Loss
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4 STRATEGIC AIMS
1
2
3
4
5
6
5 CURRENT OBJECTIVES
Aim: {one taken from List of Strategic Aims)
Objectives How to be Resources Who is When to be | Performance
achieved available responsible | achieved Indicators
1
2
3
6 PERFORMANCE INDICATORS
Performance 1993/4 | 1993/4 | 1994/5 | 1994/5 | 1995/6 | 1996/7 | 1997/8
Indicator Target | Actual | Target | Actual | Target | Target | Target
1
2
3
4
5
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4 Making the Plan Work

4.1 Implementation

The Forward-Planning Process
External Internal
review review
Strategy
Key issues to address
Proposals
Making choices

Objectives

The Plan

. Performance
monitoring

Decide what you want to do and then make sure that the whole organisation is doing it!
What we have been describing is a hierarchical system of goal-setting that extends from
the very broadest ‘vision’ for the whole museum, right down to a specific target to be
achieved by a specified individual, perhaps by the end of the month! Many of the most
successful organisations have managed to ensure that all the stages in this chain are
closely linked to, and dependent upon, each other, thus ensuring that the agreed broad
vision and purpose is reflected right down to the smallest detailed activity.

Now that you have a forward plan, you may find that you and your staff need
additional professional or management skills in order to achieve your goals. The Investors
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in People Standard provides a framework for developing people to achieve the goals
set by their organisation. The Standard assists in making effective use of all resources
by developing a culture of continuous improvement. The Museum Training Institute
is producing support materials for museuwms wanting to work towards Investors in
People.

4.2 Monitoring your performance

The Forward-Planning Process

s Mission : :
External : e 5 Internal

. ke .
review : ‘ S review

Situation review

Strategic aims

g

Strategy

Key issues to address

Proposals

Making choices

Objectives —

The Plan

' Performance
- monitoring:

There is no point of going to the trouble of producing a forward plan if you do not
monitor your progress towards achieving the aims and objectives contained within it.
At the simplest level this can be done by regularly reviewing the current year's
objectives and see whether or not they have been done. Failure to meet objectives
should be investigated and the plan may require amendment.
However, most museums want to track specific performance measures or indicators to
help demonstrate credibility or efficiency. There are some dangers in over-emphasising
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statistical indicators, if only because there is a tendency to measure what is easy to
measure rather than what is important.

Nevertheless key indicators which would add to the credibility of any forward plan
might include:

e Number of visits.

e Income as a percentage of total expenditure.

e Number of school parties booked in.

o Number of museum objects documented.

Fach museum will want to develop its own list, but we recommend keeping it short.

As with the financial information discussed earlier, the returns should be presented for
previous years, as well as offering targets for coming years.

A continuous process

Finally, it must be remembered that the forward plan is not a static document. The
museum should make provision for its regular (usually annual) review and update.
It needs always to be a current and ‘live’ document, or it very rapidly loses its value and
relevance.

4.3 Tips from ‘the experts’

In preparing these Guidelines, we have read and received a great-deal of advice, most
of it very good. Those who are actively engaged in forward planning have offered
numerous ‘tips’, and we think it would be useful to just list some of these to remind you
of some things to look out for when forward planning. _

o Don’t spend too much time thinking about doing it; just get on with it.

e Don't try and make perfect or elaborate forward plans; it should be a working
document, not a work of art. ’

e Ttis very important that the Head of the museum gets involved and is fully
_committed.

e Involve as many people as you can.
e Be clear about why you are doing this and for whom.
e Creaie time for the process and keep it going at a smart place.

e Expect forward planning to expose mncomiortable facts and truths (and to create
tensions within the museum}.

e Consultants are useful in the process but responsibility for decisions and the plan
lies only with you. '

e Never forget who this is ultimately supposed to benefit — your users, visitors,
customers.

e Remember forward planning is like all management processes — a means to an end,
not an end in itself.
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