Introduction 

The last year has brought many changes in Nepal, particularly for what the EC is concerned, many changes were and will be introduced to the way in which future elections are going to be conducted in this country.  
Furthermore, for the next several years, the pace of change promises to be even more intense:

· There will be considerable legislative, administrative and structural changes to be adopted as a part of the peace process of Nepal 

· There will be the need of  enacting major electoral reforms in view of the first legislative and local elections

· There will be the urgency for substantial improvements in the way in which elections are administrated 
· There will be the need to invest heavily in the professional development of the staff of the Election Commission
· There will be evolving expectations on the role and functions of the Election Commission on the part of all electoral stakeholders

· There will be much stronger requirements for the electoral process to meet higher levels of public confidence and credibility in the way elections are conducted - so that elected bodies have the necessary legitimacy
To meet these multiple challenges requires that the EC needs to prepare itself, already from now, and: shift from a reactive mode to a more proactive, a forward-looking approach in maximising existing opportunities to:
· strengthen its ability to effectively predict the evolving needs
· prepare itself to adapt and respond to these changes
· enhance the professional capacity of its staff
· plan long-term (because the CA election is not the end of the peace process in Nepal, but it is a first, critical step in a long path) moving away from a concept of short-term, event-driven electoral planning – targeting an election event a few months before it occurs – to a more sustainable long-term notion of process-driven planning 

· engage its staff at all levels in the drive for electoral process excellence

· improve the administration of the electoral process
Meeting the Challenges

In other words, to successfully meet the many forthcoming challenges and, the EC needs to clearly identify and decide 
1. where it is
2. where it wants to go and engage in a long-term strategic planning to determine and set the course of
3. how it is going to get there. 
A long-term strategic plan provides the answers to these critical challenges and sets out a clear direction and timeframe for change.
What is strategic planning
“Strategic planning” is a type of long-term, structured management tool that is widely used by governmental agencies and in corporate business worldwide. 
A strategic plan is simply a document that summaries, in about ten to twelve pages, 
· why the organisation exists, 
· what it is trying to accomplish, and 
· how it will achieve what it wants to accomplish. 
For an electoral organisation, developing a strategic plan is a basic step in focusing its efforts on achieving a set of agreed objectives based on its legally defined responsibilities.   
A strategic plan supports an electoral institution to set the course and a structured process to: 
· determine what kind of institution it wants to be – and then to 
· lay down the process on how to achieve becoming that institution. 

Its application in election planning is a relatively new concept, 
with a number of electoral institutions throughout the world that in recent years have engaged in strategic planning exercises, most of the times experiencing very positive results.  

However, a wide number of electoral institutions have never engaged in this type of planning.  
While it is quite possible to organise an electoral process without a strategic plan, little will be retained and learned from the process in terms of developing excellence over a period of time.

Why developing a strategic plan?

There are several positive and significant reasons why an electoral organisation should develop a strategic plan.  Strategic planning empowers an organisation to:
1. develop a framework to institutionalise improvement at all levels of the organisation
2. ensure that the organisation and its staff are all working towards common goals
3. understand its changing external environment so to predict and adapt itself to evolving needs
4. engage in a dynamic process that enables continuous assessing and monitoring progress in meeting set goals and objectives
5. set a clear and consistent basis on which the fundamental decisions on its operational planning, resource allocation, service standards are taken
6. operate at a maximum level of performance to achieve credibility and trust among electoral stakeholders
Strategic planning: 
· It is never short-term.  It is a future oriented, long-term management tool with a vision that stretches out into three or five years, so that an electoral institution can actually have time to set goals, carry them out, and measure the results.

· It is not a one-time event, but rather it’s an ongoing process that must be flexible to address the changing environment in which the electoral institution exists and operates.  
· To be effective, it requires strong institutional support at every level of the institution. In order to be effective, the executive management of the electoral institution and its staff must be committed to the plan and pay constant attention to implementation of the goals and objectives. 
· To be effective, it has to be based on a consultative process.  It is important that the electoral institution consults with its stakeholders in the development, monitoring, and review of its strategic plan. 
This promotes stakeholders’ awareness and appreciation of the electoral institution’s challenges and strengths, and may boost their confidence in the electoral process in general. It also promotes the electoral institution’s awareness of the expectations and priorities of its stakeholders. 
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What elements should a strategic plan contain

The main characteristics of a strategic plan are that it should be simple , flexible and credible. 
While there is no one method for conducting a strategic planning exercise (each election institution must adopt the process that best meets its own needs), normally, a strategic plan includes the following elements:  

Mission:  An enduring statement of the purpose of the election commission, the mission statement describes what the organisation does, what it does it for, and how it does it.

Vision: An idealized view of what the electoral institution would like to be in the future.

Guiding Principles:  The values and philosophy of an electoral institution that guides the behaviour and the work of its members, how the institution conducts itself in carrying out its mission.

Gap Analysis: An identification of the difference between where the electoral institution is, where it wants to go – or what its wants to be – and the current state of electoral institution
Strategic Goals:  the desired end result, usually after two or more years
Objectives:  Specific and measurable targets for accomplishing the goals. 
Strategic plan: A practical, action-oriented framework based on examination of internal and external factors that directs goal-setting and resource allocation to achieve meaningful results over time. 
Planning Assumptions: Expectations based upon past experience and knowledge about how current and future events, both internal and external, are likely to impact on the achievement of the mission, goals and objectives of the electoral institution.
Defining the Mission Statement
It must communicate in a few words the essence of the institution 

When defining the Mission statement, the following question may be asked:  Who are we? What we do? For whom do we do it? Why do we do it? Why are public resources devoted to our effort?  

Three basic concepts:
purpose of the electoral institution: it should clearly state what the election commission seeks to accomplish
activities and programmes: it should outline what activities, operations and programmes the election commission implements to attain its purpose
the values of the electoral institution’s members: it should include the values that the organisation’s members hold in common and attempt to put into practice and guide them in performing their work. 
Samples of Mission Statements from other countries

Defining the Vision Statement 
A vision can help the electoral institution redefine how services are provided and meet the demands and evolving needs of the future.

A good vision statement should be:

Brief and memorable

Inspiring and challenging

Describe the ideal

Appeal to employees, the public and political stakeholders.

Describe future service levels.

Idealistic, standing above the commonplace.

Enduring

In creating the vision statement, the following question may be considered:
· What does the institution want, what are its aspirations?

· How does the electoral institution wish to be known by the electorate, political stakeholders, employees?

· How will the electoral institution enhance the quality of democracy for those whom it serves?
The statement should be appropriate, ambitious, realistic, credible, well articulated and easy to understand. It should illustrate what a successful electoral institution will look like.
Samples of Vision Statements from other countries

Defining the Guiding Principles

Guiding principles are the moral characteristics that reflect the values of the electoral institution. They are a set of statements about how the people in the organisation relate to each other and those they serve. Principles should reflect the values and philosophy of the Commission and the executive management team, as well as the organisation’s values and assumptions. 
Guiding principles express the organisation’s attitude about:

People: The way employees and the public are treated

Processes: The way the organisation is managed, decisions made, and services provided.

Performance: The expectations concerning the election organisation’s responsibilities and the quality of the services it provides.
Samples of Guiding Principles from other countries

Undertaking a Gap Analysis

An identification of the difference between where the electoral institution is and where it wants to go 
look at the current state (where the organisation is now) and the future (where they want to be). The “current state” is reflected in the organisational assessment found in the executive summary, the drafted mission statement, and the knowledge of the organisation that is found in the strategic planning group. The “future” is found in the draft vision and guiding principles. The difference is the GAP.
thorough discussion – law, political parties, voter education, voter registration, logistics, administration, finance, communication, etc. 

Samples of Gap Analysis from other countries

Strategic Goals
Strategic goals are the changes required to move the organisation toward its vision. In other words, they fill the gap identified in the previous section
Goals are more specific than mission statements but remain general enough to stimulate innovation. They indicate the general changes that will have taken place in the organisation and its programs.

Goals are long-range performance targets that are consistent with the organisation’s mission.

They require substantial commitments of financial and human resources, and the achievement of short-term and mid-term supporting plans. The achievement of strategic goals moves an election organisation closer to its vision.
What is the change (human, financial, material, cultural, political) that needs to take place to move the organisation toward its vision?
Samples of Strategic Goals from other countries

Objectives
The development of objectives is the final step in the process of the election authority determining “where it wants to be.” As opposed to goals, objectives specific, have a specific timeframe and are measurable. 
They represent intermediate achievements or accomplishment needed to reach the desired goal.

Objectives are specific, measurable targets for accomplishing the organisation’s goals. 
Samples of Objectives from other countries

