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Introduction 

The purpose of this paper is to outline in eight 
steps a strategy for developing a school or 
organisational vision statement. 

A strategy to develop a school vision statement 
should involve all participants, including senior 
students and parent representatives, through an 
approach that is both collaborative and non-
threatening. This strategy has been used 
extensively in a variety of situations (Schoer, 
1996) to successfully negotiate conflicting 
positions into mutually agreed statements of 
belief. The belief statements can later be used to 
plan a programme of action and the evaluation of 
the programme through time. 

Organising a 'Vision' Workshop 

Step 1 Setting the Themes 

Purpose 

The 'focus question' and the 'sub-themes' of the 
workshop need to be negotiated and finalised with 
key staff in advance of the workshop. The 
purpose of the activity should be communicated 
to all the partici- pants. The 'all-to-be-involved' 
approach should be reinforced during the 
introduction to ensure that everyone's views will 
be considered in an equal and non-judgmental 
way. Your workshop would have a specific 
focus question related to the name of your 
school, organisation or unit. See figure 1 for an 
example. 

What should the vision be for Attunga Primary? 

Specifically (for example) in: 

• Teaching and learning 

• Community relationships 
• Assessment and reporting 
• School leadership 
• Other issues 

Figure 1: Focus question and possible 
sub-themes 

Space 

An area large enough for the free movement of 
all the participants is needed with tables or areas 
where small group work stations can be located. 

Materials 

Large sheets of newsprint or recording boards 
with enough marker pens or chalk for all 
participants. Masking tape will be required for 
the display of worksheets and secretarial services 
for the typing-up and duplication of the summary 
statements at the end. 

Social Organisation 

Pre-determined groups [with colours or symbols] 
are best if a good mix of the subgroups in the 
school or organisation is desired in the 
brainstorming period. It is useful to have a 
facilitator in each group to ensure the even 
sharing of contribution time and recording. 
Name tags could be useful if all participants 
aren't known to each other. 

Step 2 Getting Started 

All the sub-themes are listed on newsprint or on 
the boards. Each person is assigned to a group 
with a facilitator. Each group is given a sub-
theme to commence the activity and then to rotate 
around all the sub-themes. 

During the introduction, you need to emphasise 
to all participants that they are free to make 
whatever contribution they feel is appropriate on 
the recording sheets for each sub theme. 

Step 3 Brainstorming 

The sub-topic areas identified are listed on 
newsprint or a chalk board for everyone to easily 
see before the session commences. Each 
participant is then asked to circulate around the 
recording area in their small groups and write a 
brief statement of what they personally believe to 
be ideal outcomes for each sub-theme on the 
newsprint. No challenging of contributions is 
allowed as all contributions are accepted as the 
groups move between the various sub-theme 



recording areas. 

Step 4 Summarising 

Each group is asked to take one of the initial 
brainstorming records and identify, discuss, and 
record [on another sheet of newsprint] 5 or 6 
major beliefs agreeable to all the group 
members. This five to six point summary will be 
shared with the whole group. 

Step 5 Review and Cross-check 

The full group review session should follow a 
break. All the summary sheets from the small 
groups should be displayed for all to informally 
view. The facilitator [perhaps with a recording 
assistant] on board/paper or overhead reviews 
each group's summary of 5 to 6 key beliefs. 

• Review all the summary statements by 
asking a representative from each sub
group to briefly speak to their points. 

• Cross-check the contributions of each 
sub-group to ensure there are no 
overlaps. Modify any negative 
statements and add any synthesis 
statements of belief that may emerge 
from the overview discussion. 

• If this activity is to be followed by 
further p rofess iona l deve lopment 
activities, another staff member can 
simultaneously identify such activities 
from the discussion on another sheet or 
board for later consideration, as follows: 

[i] Things we do that support each 
belief 

[ii] Things we do that cut across 
each belief. 

Step 6 Core Belief Statements 

The facilitator then asks the sub-groups to draw 
one core belief statement from the summary 
listings of beliefs as a single sentence statement: 
"We believe ___________________________". 
This step could also be completed in a full group 
meeting if numbers are less than 15 to 18 
participants or back to the sub-groups. 

Step 7 The Vision Statement 

The final step in creating the vision statement is 
completed by drawing the belief statements into a 
single vision or mission statement. This is best 
achieved by a small working group which sub
sequently reports its draft to the school 
community. Perhaps the sub-group facilitators 
who were present throughout the group 
discussion phase could complete this task. 

A vision statement could read like this: 

In the pursuit of excellence in learning and 
teaching and service to the school community, 
this school is committed to 

• providing an environment that.... 

• fair and honest assessment and reporting 
which .... 

• the enrichment of the children's 
opportunities and the role of the 
community in the life of the school. 

Step 8 Making the Vision 

Words alone do not make or lead to a 
commitment for a new or better school or 
organisation. Turning the words of the mission 
statement into reality requires communication 
with all the participants and developing a 
commitment to working toward a new future. 
This step requires the development or review of 
policy and making action plans. 

• Communicating the Vision 

At every opportunity, school leaders should 
affirm the values and mission of the school. 
School or organisation signs and publications can 
highlight the mission statement. School awards 
and community sponsorship can often incorporate 
aspects of the vision statement. 

• Working to the Future with 
Commitment 

Data recorded in the review [step 5] of the core 
beliefs should be reviewed to: 

[i] celebrate existing strengths, and 

[ii] identify things that need to be put into 
place. 



• Policy and Action Plans 

Small work groups can be established to draft 
new or revise existing policy positions and action 
strategies to achieve effective change in the 
school or organisation. 

Reviewing the 'Vision' at Work 

Monitoring and formally reviewing each action 
plan against the statements of belief and the 
vision statement is an ongoing challenge. 
Regular review can be achieved by assigning 
responsibility for monitoring and reporting to 
roles or posts within the organisation [not usually 
an individual] and establishing a reporting cycle 
to the school or the organisation's community. 

Summary 

This paper has outlined an eight-step process for 
developing a vision or mission statement. To 
ensure ownership and commitment by the school 
community or organisation, all the key 
participants need to be collaboratively involved. 
In a school setting, this includes appropriate 
representatives of the parents, as well as the 
students. Consultations with these groups could 
be undertaken separately using the approach' 
described above. We recommend the strategy or 
your variation of it as a powerful professional 
development tool for your school or organisation. 
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