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STRATEGIC PLANNING GUIDELINES
PURPOSE
Strategic or long-range planning assists national hotel associations (NHAs) by:

(a) Defining and communicating to members the goals and objectives of the Association;

(b) Prioritizing programmes, projects and activities in order to better serve the needs of members; and
(c) Creating among members a sense of ownership of the Plan, therefore increasing the likelihood of their commitment to and assistance in its implementation.

Given the diverse backgrounds of members of the typical NHA, the Board of Directors (BOD) has the option of preparing the strategic plan through an internal committee led by someone within the Association skilled in the process (of preparing strategic plans).  An alternative, preferred and suggested option is for the BOD to use an external facilitator who, through extensive consultation with the BOD, would be responsible for preparing the plan.  NOTE: NHAs must understand that even when preparation of the plan is contracted out, it is the BOD that contributes ideas regarding the mission, vision, programmes and activities of the Association.  The contracted facilitator assists the BOD in articulating, defining, priortising and organising its thoughts into a planning document.         

STEPS TO BE TAKEN IN PREPARING THE PLAN
Strategic planning is a structured, rigorous process of assessing the current operations of the Association, establishing goals and objectives for the future and programs and activities for achieving them.  The plan should include individual and/or committee responsibilities for the implementation of individual components.  Since the plan is implemented in a dynamic environment, it must itself be dynamic and flexible and should be re-visited annually or more frequently depending on the severity of changes in the implementing environment.  It should, therefore, include indicators for monitoring and evaluating the impact of programmes and projects being implemented, thus allowing appropriate adjustments to be made over time. 
Planning is either goal based and focused on the organisation’s mission and goals or issues based and focused on issues confronting the organisation.  Since NHAs pursue the former, planning should begin with a statement of the Association’s vision and mission.  This establishes the basis for the articulation of goals, strategies, programs and activities that are expected to contribute to the fulfilment of the vision and mission.   
The following sections outline a step-by-step approach that could be followed in preparing a strategic plan for a typical national hotel association.    
Phase 1

Vision Statement

· Write a brief statement about the future aims of the Association.  Focus on what it hopes to do to serve and support the different categories of its membership and stakeholders.
Mission Statement

· Write a brief statement outlining the aspirations of the Association in carrying out its operations.  Focusing on the reasons why the Association exist, what services it provides to members and how it provides them.     

Research and Collection of Information 
Research and information is a prerequisite to effective planning and should be used to provide necessary background information on which planning is based.  Therefore, the BOD should either undertake or arrange to have someone/firm undertake the following:   

· Collect information about the Association’s current operations.  
· Complete an environmental scan of internal and external factors that currently impact or have the potential to impact the operations of the Association.  
· Complete a SWOT analysis i.e. in a matrix, list the strengths and weaknesses of the Association as well as untapped opportunities and threats with which it is now or likely to be confronted.  A template for the SWOT analysis is given below.  

SWOT ANALYSIS 

	Strengths
	Weaknesses

	List the strengths of the Association
	List the weaknesses of the Association

	
	

	Opportunities
	Threats

	List actual and potential opportunities for the Association 
	List actual and potential threats to he Association

	
	


Internal Analysis

· As part of the internal analysis, list issues and factors to be addressed by critically looking at the Association’s relationship with and service to its accommodation and non-accommodation members, especially in regard to the following:

(a)
membership assessment of the services provided by the Association in meeting their needs.  [An annual survey should be used to monitor and get feedback and trends regarding members expectations and the Association’s ability to meet these expectations over time];

(b)
what products and services are being provided for members and what additional products and services can be provided;

(c)
real need for programs as evidenced by member participation and feedback;

(d)
what are the organizational strengths, deficiencies and challenges and what can be done to address them;

(e)
what initiatives can be taken to improve current operations; 

(g)
what is the reputation of the Association; and
(h)
adequacy of resources including expertise of staff, physical facilities, state of finances and operations

External Analysis

Tourism in the Caribbean involves a public-private partnership, with Government being the primary interface for NHAs.  Therefore, NHAs need to consider the wider external environment, especially present and anticipated threats and opportunities which the environment presents. 
· As part of the external analysis, review the Association’s relationship with partners and stakeholders and list issues and factors to be addressed, especially in regard the following:  
(i)
an assessment of the effectiveness of cooperation with key government agencies, especially the Ministry of Tourism and the agency responsible for tourism marketing;

(j)
legal, regulatory and administrative changes implemented, pending or likely that can have implications for members.

(k)
societal, technological, political, and economic trends affecting the organization;

(l)
stakeholders’ impressions of the organization, including sponsors, clients, community leaders, volunteers; and
(m) opportunities for partnerships, collaboration and obtaining donor funding.
Phase 2

Planning Workshop

Using as resource material, data collected and assessments made during Phase 1, a workshop (more than one may be necessary) should be held to advance the process of preparing the strategic plan.  Essential requirements for the workshop include an experienced facilitator; flip chart and rapporteur or someone to record ideas, issues and decisions.  Guided by the facilitator, the BOD should advance preparation of the plan, with the stages to be followed and details to be provided as follows:


Identify Major Issues

· List the most important issues that the Association can do something about.   These should be clearly articulated so that anyone can read and understand them.  
Some typical areas and issues that would be of concern to most NHAs would include:
Membership Development and Revenue Growth

(a)
how to increase non-dues revenue;

(b)
NHA finances, viability and long-term sustainability;

(c)
position on new categories of accommodation;

(d)
satisfying membership needs of allied members
(e) 
attracting and retaining new members;

Research to Support NHA Activities

(f)
Research to support NHA initiatives

(g)
Industry research, trade related issues and best practices

(i)
Useful links and training opportunities

(j)
Database development and management
Leveraging the Value of Partnerships

(k)
Effective engagement with the public sector

(l)
Extracting value from corporate partnerships
(m)
Relationship with CHA
Marketing

(n)
Industry monitoring and keeping up with market trends and demands

(o)
Technology and marketing
Professional Development and Training
(p)
Staff training and education 
(q)
Workforce development and training

(r)
Relations with national training institutions

(s)
Competitions, internships and other training initiatives 

Product Development

(t)
Incentives and other assistance to the industry

(u)
Safety, security and disaster preparedness
(v)
Hurricane preparedness

(w)
Product monitoring and development 
Communications 

(x)
Communications with members and the public
(y)
Communications with external clients

(z)
Social responsibility initiatives

(aa)
Research and planning
Technology and Business Development

(bb)
Use of internet and information technology as a training and business tool

(cc)
Revenue raising initiatives

(dd)
Events and business initiatives
Establish Strategic Goals
· List both strategic goals to address the above-identified issues and the more forward-looking, developmental goals the Association wants to pursue.  Goals should be SMART i.e. specific, measurable, achievable, realistic, timely and within the capabilities of those who must work to achieve them.  The goals and strategies should also be closely aligned with the mission, vision and values of the Association.
Establish Strategies to Reach Goals
· List the general strategies and approaches that will be used to reach the goals over the term of the strategic plan, especially over the first year.  These strategies inevitably will be translated into action plans, programmes and projects that will be implemented in order to reach stated goals.
Identify Resource Needs

· List resources - staff and money – that will be required to achieve the goals in the plan and what it will cost to obtain and use the resources.  Volunteerism is not a significant feature of the operations of non-profit businesses in the Caribbean.  Consequently, a realistic and recommended approach is to use market pricing for resources to be used in implementing the plan.  
· Lists the capabilities needed for each of the strategies, programmes, plans and activities to be implemented and identify which committee of the BOD will have oversight and which staff member will have primary responsibility for the implementation of each activity under the plan.

Budgeting and Financing for the Strategic Plan

· Prepare a budget for each of the years of the plan giving particular attention to the first year.  Note that the Strategic Plan inevitably will form the basis for annual work plans which will have their own discrete operating budgets and hence annual adjustments will be made to the resources required.  

· As part of the financing for the Strategic Plan, prepare projections of the estimated revenue that will be made from membership dues, fees, advertisements, events, grants, other non-dues revenue and the imputed value of in-kind contributions.

Action Plan

· List programmes, projects and activities to be carried out that will contribute to the goals and objectives and assign responsibilities and timelines for their implementation i.e. who does what, how and when.

Evaluation Mechanism

· Include indicators to monitor the implementation and impact of individual projects, strategies and activities and to assess whether desired goals are being realised.  Through continuous monitoring, corrections and adjustments can be made to the plan over the period of its implementation.

The evaluation mechanism should take the form of a matrix that compares actual versus estimated or projected results or outputs with explanations for any variations.  Among the basic variables that can be monitored are the following:

(a)
time for completion;

(b)
cost for completion;

(c)
revenues realised;

Variables specific to components should be quantitative as well as qualitative, for example:

(d)
training - X number of staff to be trained in F&B Management by year 200?;

(e)
publications - production of high quality Association publications by 200?;

(f)
cost recovery - achievement of full recovery of the cost of holding the annual AGM by 200?. 

Structure of the Strategic Plan

A proposed outline structure for the strategic plan is given below.

Structure of The Strategic Plan

	Outline
	Content

	Executive Summary
	Background to the Association, its membership and why it exists.

Summary comment on past achievements and explain why there is a need to prepare an updated plan. 

Comment on the process used in developing the plan and why.

Comment on the purpose, time frame for implementation, main goals  and strategies of the new plan  

	Vision Statement
	Comment on the future aims of the Association i.e. what it hopes to do to serve and support the different categories of its membership and stakeholders

	Mission Statement
	Brief statement outlining the aspirations of the Association in carrying out its operations.  Focus on the reasons why the Association exist, what services it provides to members and how.

	Goals and Strategies

	Substantive details of areas of focus, goals to be accomplished, strategies for achieving them and programmes, projects and activities to be carried out.  This section should provide clear details of the action plan to be implemented.

	Roles and Responsibilities for Managing Implementation
	Summary matrix of initiatives to be undertaken, quantifiable outputs expected and committee/person(s) who has primary responsibility for the implementation of each.   

	Evaluation Mechanism


	Summary matrix of initiatives to be undertaken and quantifiable outputs expected
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