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Introduction 

The purposes of this paper are firstly to outline an eight step strategy 
for developing a school or organisational vision statement, and secondly 
to report the outcomes from this process for a group of teachers and 
principals who attended a professional development workshop in 
Lautoka. 

Ideally, a strategy to develop a school vision statement should involve 
all participants [including senior students and parent representatives] in 
the setting through an approach which is collaborative and non-
threatening. This strategy has been used extensively in a variety of 
situations (Schoer 1996) to negotiate conflicting positions into mutually 
agreed statements or beliefs. The belief statements can be used later to 
plan and evaluate programs. 

In this account, the outcomes of a workshop sponsored by the 
University of Wollongong's Faculty of Education and held at Lautoka 
Teachers' College in June, 1996, will be used to illustrate the views of 
a group of 50 Lautoka primary and secondary school teachers, primary 
school head teachers and secondary school principals. 

Organising a Vision Workshop 

Step 1 Setting the Focus Question and Sub-themes 

Purpose 

The focus question and the sub-themes of the workshop need to be 
negotiated and confirmed by the key personnel in advance of the 
workshop. The purpose of the activity and its participatory style should 
then be communicated to all the participants. This approach, which may 
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be different from traditional ways of working in your school or 
organisation, should be frequently reinforced to ensure that everyone's 
views will be considered in an equal and non-judgmental way. 

A focus question and five sub-themes were identified for the Lautoka 
workshop [Figure 1]. While the focus question in this workshop was not 
specific to a particular organisation, it allowed all the primary and 
secondary school participants to be fully involved. Your workshop 
should have its specific focus question related to the name of your 
school, organisation or unit. Experience suggests that four to seven sub-
themes are effective to develop both the range and detail necessary for 
a vision statement. 

What should the vision be for a school in Fiji? 

• Teaching and learning 
• Community relationships 
• Assessment and reporting 
• School leadership 
• Other issues (became rights and freedom) 

Figure 1 Focus question and five sub-themes 

Work Stations 

Each sub-theme will have its work station, comprising chairs placed 
around a recording table or board. There should be enough room to 
allow free movement between work stations. 
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Materials 

Large sheets of newsprint and marker pens, or recording boards and 
chalk are required for all participants. Masking tape for fixing the display 
of worksheets to boards or walls will be needed. In addition, secretarial 
services for typing and duplication of the summary statements should 
be available. 

Social Organisation 

To have effective small group dynamics, the participants should be 
divided into working groups of six or seven people. Pre-determined 
groups [with colour or symbol markers] are best if a good mix of the 
internal subgroups in the organisation is desired for the brainstorming 
period. It is better to have two smaller working groups who can pool 
their findings at a later stage in the workshop than to have groups of 
more than eight people. 

It is useful to choose and brief a facilitator for each group to ensure the 
even sharing of contribution time, and to co-ordinate recording. Small 
name tags could be helpful if participants are not known to each other. 

Step 2 Getting Started 

During the introduction to the workshop, the purpose and value of 
having a vision statement is developed and reinforced All participants 
should be encouraged to make whatever contribution they feel is 
appropriate to their own value and belief system on the recording sheets 
for each sub-theme. Each person is asked to make a contribution on 
each sub-theme. 

Step 3 Brainstorming 

All the sub-themes are listed on newsprint or a chalk board for everyone 
to see before the brainstorming session commences. Each participant is 
assigned to a group with a nominated facilitator. Each group is given a 
starting sub-theme and then asked to circulate around all the work 
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stations in the recording area. For each sub-theme, participants are 
asked to write, briefly and in large print, what they personally believe 
the ideal outcome(s) should be for that sub-theme. 

Allow enough time for all the group members to record their views 
before atgeneral rotation of groups to the next work station. Keep the 
pace brisk by encouraging the participants to be concise. The individual 
contributions made at the workshop to the sub-theme Assessment and-
Reporting are listed in Figure 2 as an example. 

Sub-Theme: Assessment and Reporting 

Should be valid and reliable - and reporting should 
be consistent'. 

Effective assessment and reporting criteria bring 
about constructive measures for development. 

Aware that they are dealing with human beings 
and not be so high and mighty in their 
assessments as there is always room for 
improvement. 

Simple and practical. 

To determine the progress of the individuals in a 
class. 

Brings confidence in individuals. 

Give encouragement. 

Should be positive. 

Get to know your students - understand 
background situations. 

Figure 2: Brainstorming record for sub-theme: Assessment and 
Reporting 
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Multiple sheets of newsprint are useful to allow several members of the 
group to record their views simultaneously. No challenging of 
contributions is allowed at this stage; all contributions are accepted as 
the groups move between the various work stations. A tea or meal 
break could follow this often noisy activity. 

Step 4 Summarising 

Each group is now assigned a sub-theme and asked to take the 
brainstorming record [such as the data in Figure 2 on Assessment and 
Reporting] and identify, discuss, and record in large print [on another 
sheet of newsprint] five or six major beliefs agreeable to all the group 
members on this sub-theme. Figure 3 illustrates the summary developed 
by the Lautoka workshop on Assessment and Reporting. If there are 
two groups working on a sub-theme, they should combine their 
summary statements into one set of points before sharing with the 
wider group. " 

Assessment and Reporting Summary 

1. Must be fair, positive, honest and affirmative. 

2. Reporting should be consistent and continuous. 

3. Students' socio-economic backgrounds should be 
considered by the assessor while reporting on a 
child. 

4. Be simple and practical. 

5. Special talents should be recognised and 
mentioned. 

6. Opportunity for self assessment. 

Figure 3: Summary Statement for Assessment^and Reporting 
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The summary point statements for Teaching and Learning, School 
Leadership, Community Relationships and Rights and Freedom from the 
Lautoka workshop are detailed in Appendix A. 

Step 5 Review and Cross-check 

• A display of each sub-theme summary must be arranged and 
displayed before a full group session reviews all the small group 
summary key beliefs. 

• The facilitator focuses on each summary statement by asking a 
representative from each sub-group to speak briefly to its 
points. 

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

• If this activity is to be followed by further professional 
development activities, another staff member can 
simultaneously identify from the discussion on another sheet or 
board for later consideration: 

[i] things we do that support each belief 
[ii] things we do that cut across each belief. 

• Arrange for the summary sheets to be typed as a record of the 
activity. 

Step 6: Core Belief Statements 

The facilitator then asks the sub-groups to resume their discussion and 
draw one core belief statement from the summary listings of beliefs [as 
listed in Figure 3] in a single sentence: "We believe 

" . This step could be completed as a full 
group activity if the number is less than fifteen. 
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The Lautoka workshop went back into sub-groups for this step. Each 
sub-group took about 40 minutes to get agreement on the wording. The 
Assessment and Reporting sub-group eventually arrived at the 
statement in Figure 4. 

We believe that assessment and reporting on any 
individual, which must be fair, positive, honest and 
affirmative, should be consistent and continuous and 
consider students' socio-economic background. It should 
also be simple and practical, expressing special talents. 

Figure 4: Core Belief Statement for Assessment and Reporting 

The core belief statements for Teaching and Learning, School 
Leadership, Community Relationships and Rights and Freedom from the 
workshop are listed following the summary statements in Appendix A. 

Step 7: The Vision Statement 

Creating the vision is achieved by drawing the belief statements [five in 
this case] into a single vision or mission statement. A small working 
group could complete this task and subsequently report its draft options 
to the school community. Perhaps the sub-group facilitators who were 
present throughout the group discussion phase could complete this 
task. 

The Lautoka workshop program did not have the time for this last step 
so the authors have reviewed the participants' belief statements in the 
five sub-themes. A vision statement from these belief statements is 
suggested in Figure 5 below. 
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Vision Statement 

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

• providing an environment that is conducive to 
effective, productive and holistic learning, 
supported by an appropriate curriculum through 
interesting and innovative teaching styles, 

• fair and honest assessment and reporting which 
positively affirms children's learning and their 
special talents, 

• ensuring a healthy relationship among the school 
community members through the encouragement 
of activities that promote the mutual support of 
parents and teachers and the enhancement of 
children's education, 

• high and genuine expectations of its leader who is 
a person of vision, having integrity, 
resourcefulness and an exemplary lifestyle; is 
disciplined and gentle; and has an understanding 
of the professional aspirations of his/her 
colleagues, 

• the welfare, rights and freedom of all in the school 
community as well as being mindful of the duties 
and responsibilities that children, teachers and 
parents have to each other for the enrichment of 
the children's opportunities and the role of the 
community in the life of the school. 

Figure 5: A Vision for a School in Fiji 
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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 the 
development of a commitment to achieving success. This step may 
require the development of new policies and action plans. 

• Communicating the Vision 

At every opportunity school leaders should affirm the values and 
mission of the school. School or organisation emblems and publications 
can highlight the mission statement. School awards and community 
sponsorships can often incorporate aspects of the vision statement in 
their titles. 

• Working with Commitment 

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

[i] celebrate our 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. A 
regular review can be achieved by assigning responsibility for monitoring 
and reporting to roles within the organisation [not to individuals] and 
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establishing a reporting cycle to the school or organisation. 

Since all organisations are expected to report formally on their financial 
position annually, it would seem appropriate that the elements of the 
vision statement be regularly reviewed. The components of the vision 
statement could be an appropriate check of the school's health and 
vitality. To do this, a number of indicators of progress for each section 
of the mission statement could be established to ensure that evaluations 
are based on evidence rather than personal judgment. 

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 or stakeholders need 
to be collaboratively involved. In a school setting, this includes 
representatives of the parents as well as the students. 

A cas.e study of a vision statement for a Fiji school was developed by 
50 primary and secondary school educators who attended a 
professional development workshop at the Lautoka Teachers' College in 
June, 1996. This is reported in the text as well as in the appendix. 
While the case study was not focused on a particular school, the 
outcomes provide something of the flavour that could be achieved in 
your school or organisation. 

In the evaluation of the workshop, the participants reported that the 
experience was enjoyable and stimulating. The teachers reported 
positive feelings about the agreements reached as well as interest in the 
uniqueness of many of their colleagues' aspirations about what 
schooling should be about. We recommend the strategy, or your 
variation of the process, as a powerful professional development tool for 
your school or organisation. 

Reference 
Schoer, Bronlyn (1996) Toward a School Mission Statement. NSW. 
Lucas Heights Community School. 
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Appendix A 

Teaching and Learning 

1. Total development of the whole child - physical, 
mental and spiritual. 

2. Implementing innovative, interesting, effective 
teaching and learning experiences. 

3. Free education wi th an appropriate curriculum. 

4. Expertise in multi-level teaching and using non-
formal education strategies. 

5. Developing the whole school environment which 
is conducive to learning. 

We believe that the teaching and learning process should 
enhance the holistic development of a child. Teaching 
methodologies should be innovative and include multi
level teaching and non-formal strategies from an 
appropriate curriculum. Teaching should be responsible 
for the historic development of an individual so that 
he/she is able to become a productive and responsible 
member of the society. 
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School Leadership 

1. Be a good role model. 

2. Share and delegate responsibilities to give 
opportunities to people wi th zeal. 

3. Leaders to be flexible and able to adapt to any 
situations that may arise. 

4 . Leaders need to be understanding, caring, patient, 
gentle, f i rm, t rustworthy. 

5. Leaders should have vision that also recognises 
the aspirations of parents, students, teachers, 
community leaders, management and the Ministry. 

We believe that a good school leader is someone who 
lives an exemplary life and possesses vision while 
realising the aspirations of his/her team. She/he should 
be adaptable, firm and disciplined as well as resourceful. 
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Community Relationships 
(A synthesis from two working groups} 

1. Encourage healthy relationships between teachers, 
parents and children throughout the school 
community. 

2. Encouragement of parent and teacher meetings 
and community participation in school activities. 

3. Provision of information on school development 
and have an awareness campaign of school 
progress using youth and women's interest groups 
and other community organisations. 

4. Teachers to be role models in the community. 

5. Develop cultural integration within multi-racial 
communities as a way of contributing to economic 
and socio-political national development. 

6. Assist the local community to identify problems 
and seek solutions through organised activities. 

We believe that effective communication will build healthy 
community relationships and develop partnerships among 
the stakeholders to promote an environment conducive to 
learning and development. 
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Rights and Freedom 
(Initially identified as ' Other issues') 

1. Don't victimise the children or let personal issues 
intervene. 

2. Realise the role of trade union intervention. 

3. Welfare of pupils, teachers and parents to be 
considered. 

4 . Political affiliations should be acknowledged but 
should not determine decisions. 

5. Teacher's personal health is important for 
professional effectiveness. 

6. Contribution to curriculum review is a professional 
responsibility. 

We believe that school leaders and teachers must be 
mindful and professional to ensure the welfare of pupils and 
parents as well as in the conduct of their own duties and 
political rights. 
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