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Reg. UK Charity No. 1017527
THE VISION, MISSION AND STRATEGIC DIRECTION OF BOAT

( BICTON OVERSEAS AGRICULTURE TRUST)

Background

BOAT is a Registered United Kingdom Charity which was established in 1991. It is mainly concerned with training the staff of training institutions from developing countries which are involved in agriculture, food technology and the development of sustainable livelihoods. In the early stages of its activities, it was particularly concerned with the provision of vocational skills training e.g. dairy goat husbandry and agricultural mechanisation. Whilst these aspects remain important, events in the last five years have focused more on the training of senior staff in agricultural institutes and colleges in the management of institutions and the production of business plans. 

BOAT has now accumulated some reserves from its fundraising activities and is at a crossroads in terms of its future development. The Trustees met for a day on 24th November 2008 to develop a vision, mission and strategic direction. The outcome also included an Action Plan. This document represents a summary of these deliberations following the meetings of the Trustees on 10th February 2009 and 13th May 2009. 
Vision
The vision of BOAT is: Improved agriculture and livelihoods in the developing world through improved management of training institutes and more effective trainers.
Mission

The Mission of BOAT is: To improve agriculture and livelihoods in the developing world by teaching trainers to train more effectively and training institutes and organisations to deliver better quality training through improved management.
SWOT Analysis

Strengths

· committed Trustees with a common purpose
· Trustees with a range of skills, overseas experience and college management skills

· fundraising ability particularly through the renovation and raffling of a tractor each year

· a track record of delivering

· an excellent reputation

· a strong base and support at Bicton College in East Devon, UK
· a strong brand identity as BOAT

· a network of trainers

· a network of influential supporters

· strong commercial support especially from the company Vapormatic and farmers.

Weaknesses

· dependence on one main source of funds

· time spent fundraising

· not raising funds from a range of other sources

· time pressure on Trustees and officers

· inability to develop the web site

· distance from overseas projects and contacts – communication problems and cultural differences

· the age spectrum of the Trustees – many are over 60 and in retirement

· shortage of new Trustees with fresh blood and new thinking

· dependence on volunteers to get things done

· pressure on administration and operational tasks

· lack of effective implementation of operational systems which have been put in place – this is weak in some areas
· training provision not accredited.
Opportunities

· expansion of training activities with greater sums of money available

· changes in political thinking regarding allocation of development aid especially to Africa

· to strengthen our administrative support by creating a new paid post

· ability to produce high quality training courses and learning materials

· a market place for what we can offer

· to raise further funds from sponsorship, training course fees and other sources

· developing relationships with other African countries (mainly Tanzania and other east African countries at present)

· developing relationships with other agencies, NGOs and other governments

· collaboration with other similar groups to develop joint funding bids e.g. other trusts, training providers and colleges

· promotion and marketing of what we can offer, advertising our portfolio and “trumpeting” our successes

· follow up activities and backup services post course delivery

· proactively follow up our trainees to pursue new business.
Threats

· dealing with governments, which can be volatile in terms of changes of policies and priorities

· working closely with governments; sponsors may question why they do not fund such training activities. BOAT needs to get a clear message why governments are not in a position to fund before committing to projects

· change of philosophy/strategic priorities at Bicton College especially with the appointment of a new Principal (April, 2009)
· a very high proportion of the income is from one source which may be under threat in the future

· the ability to deliver courses

· there is no structured risk assessment process across all activities

· weak process to identify and bring in new Trustees

· other training providers.

Aims and Objectives
Following the creation of the Vision and Mission, the SWOT analysis and discussion of  other key factors, a list of broad aims and objectives were drawn up to guide the future work of the Trust. The key outcomes were as follows.

1.
The Trust needs to look at where it is strong and in what and where we can develop training activities and deliver them.

2.
It needs to look at the relative costs of delivering courses in the UK or in the country/countries receiving the training. Rough assessments of the costs per participant of delivering courses in Institutional Management and Business Planning in the UK and in Tanzania would suggest that it is more cost effective to deliver them in country. 

3.
The Trust should explore opportunities in the following order of priority:

3.1    in Tanzania, where it is strong and has a good reputation for delivering high quality training;
3.2   in other east African countries where we have a track record, namely Kenya, Uganda and Malawi;
3.3     in other developing countries in Africa e.g. Nigeria, Ghana;
3.4     in developing countries in other continents.

4.
In pursuing opportunities listed under 3., the Trust should look to build new relationships with governments, NGOs and colleges/training institutes.

5.
The Trust should pursue opportunities for work following up projects and monitoring and evaluation.
6.
The Trust should ensure that it is in a position to act quickly to seize opportunities and minimise threats.

7.
The Trust should develop a programme of fundraising activities so that it is not so dependent on one source of income in the longer term. The general consensus is that the current high income generating activity of renovating an old tractor and raffling it off, with the support of Vapormatic, is not sustainable. A further 2-3 years of this approach is probably all that can be sustained.

8.
The Trust should continue to work closely with Bicton College. However it is prudent to strengthen links with other landbased colleges in the region and Brymore School to give greater security in the longer term.

9.
The Trust should review the experience and expertise of its Trustees and seek to strengthen the Trust through a programme of phased replacements. It is important to have an active group of Trustees who have the appropriate range of skills and experience.
10.
The Trust should review its support structure in order to provide the most effective and efficient administrative and operational backup.

11. 
The Trust will continue to offer a blend of training programmes based on both improving skills in Institutional Management and Business Planning and various vocational skills according to demand and need.

Action Plan
The original Action Plan was discussed by the Board of Trustees on 10 February 2009 and the main outcomes are reflected in the statements which follow.

1. Appointment of new Trustees 
It was agreed that each Trustee would put forward 2/3    names of people who might be suitable Trustees to the Chairman by 20 December 2008. The Chairman received approximately 10 names.
Current status: The Trust has reviewed the number of Trustees that it needs, drawn up a list of current Trustees for circulation and developed a procedure for nominating and appointing new Trustees. It has also developed an induction pack for new Trustees. The Trust will now consider names for four replacement Trustees based on suggestions from existing Trustees. The timescale for completing this process is the end of September, 2009.
2. The Post of Coordinator
 It is acknowledged that BOAT needs more administrative support and fundraising activity in the next phase of its development. A draft Job Description for a paid part time Coordinator was drawn up and discussed in February. 
Current status: It was agreed in February to defer the appointment of this post which would be expensive to provide. The Trustees, at their meeting on 13th May, unanimously agreed to proceed with the appointment of Coordinator/Secretary in a revised format. The management structure of BOAT has been clarified and an outline Job Description for the new position of Coordinator/Secretary has been written and agreed by the Board of Trustees. The Sub group for Finance and Management met on 20th May and agreed a slightly revised Job Description and the procedures for advertising and appointing to this post. Interviews are planned for 21st July 2009.
3. Fundraising 
The original Action Plan proposed that fundraising would receive a higher priority with the appointment of the Coordinator. There is still a need for fundraising to have a higher profile in BOAT. 
Current status: The Job Description for the post of Coordinator/Secretary makes provision for this person to provide special support to the Finance and Management Sub group in its role of fund raising. The interviews for the post of Coordinator/Secretary will take place in July 2009 and in the interim and beyond all Trustees will contribute to the fundraising activities. The Finance and Management Sub-group needs to be more proactive from now on.
4. Operation of the Sub Groups 
 There is a general perception that the Sub groups are not all working to the same level of activity. The Training and Development Group has been very active on its remit. The Press and Public Relations group has been active particularly in the areas of Friends of BOAT and newsletters. The Finance and Management Group has not met very often. The reasons for this variable pattern of activity were discussed. One of the factors which emerged was the lack of suitable Trustees who live near enough to Bicton to enable the groups to operate effectively.
Current status: This activity will continue to be monitored. The appointment of the Coordinator/Secretary will strengthen the workings of the Sub groups and provide liaison between them and the Board of Trustees. The appointment of at least four new Trustees should also help in ensuring that a higher proportion of Trustees are active in the work of the Trust.
5. Developing links with schools, colleges, Young Farmers Clubs and other groups in the county and in particular those who are active in countries where BOAT has contacts
 It is acknowledged that this is an area that BOAT could usefully develop. The Press and Public Relations Sub group should progress this area of work. The Chairman of the Group requested help on how best to go about this, particularly with schools.
Current status: The Sub Group should start this process and begin to build up a database of various organisations that we have common ground with. This is an important aspect of BOAT’s work building links with the community. The timescale for this activity is immediate and ongoing. The appointment of the Coordinator/Secretary should provide a stimulus for this aspect of the work to move forwards.
6. Web site development
 BOAT will develop an active website, together with Bicton College IT staff and Steve Marsh from Vapormatic. Progress has now been made and there is a web site: www.boatagtrust.co.uk . At the moment only a limited number of pages are  available. However, a further meeting is planned to take it further. It is important that the web site projects the appropriate images of what BOAT is about. Trustees should be asked for their ideas and input of material.
Current status: The domain name has been registered and paid for. The homepage is in place and live. Further work is planned by the end of February. This is a priority area for BOAT and a full web site with an interactive facility allowing alumni to communicate is urgent. The time scale for this is immediate and ongoing. The work will be led by the Chairman. The Coordinator/Secretary will be responsible for updating and developing the web site
7. Vision and Mission
 A revised Vision and Mission is included earlier in this document. The Board of Trustees agreed these statements on 10 February 2009.

Current status: The revised Vision and Mission have been agreed and should be used in all future documentation or promotional materials.

(Revised on 20th May 2009, following the meeting of the Board of Trustees on 13th May and the Meeting of the Finance and Management Sub-group on 20th May 2009.The original was prepared by Malcolm Florey following the Away Day on 24th November 2008)
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