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a)
Introduction

This document outlines the development plan for the Northern Ireland Mixed Marriage Association from April 2004 - March 2007.

The Management Committee and members developed this strategy through:

· A research and consultation phase carried out between June and August 2003
· A one day Strategy Development Workshop on Saturday 30th August 2003
· Strategy Development Evenings on Mon 1st September and Mon 6th October 2003
· Discussion and feedback on a series of draft strategic documents
b) Background

In March 2003 Evelyn Gilliland’s Evaluation Report for the Community Relations Council on the Northern Ireland Mixed Marriage Association included the following recommendation:

“It is suggested that NIMMA produce a detailed development plan. This should take into account the strategic climate in which it is operating, an assessment of future needs based on research evidence and consultation with staff, members, service users, potential service users and other organisations that are associated with its work”

In response to this recommendation NIMMA secured a small grant from CRC to engage a consultant to facilitate a strategy development process.

Independent consultants, Macaulay Associates were appointed to undertake this work.

After completion of the research phase which included consultation with a range of stakeholders and a review of existing research, an Interim Report was produced. The report presented the following conclusions. The response to each conclusion within the development plan is noted in brackets:

· In spite of wide research on the issue of mixed marriage globally, research literature on the issue of mixed marriage in Northern Ireland remains underdeveloped, and there are no obvious statistics available.  This research gap continues to be a major problem even though it was clearly identified over a decade ago. (Addressed in aim 3)

· Mixed couples in Northern Ireland continue to face high levels of stress and there is limited support available. (Addressed in aim 1)

· The major difficulties faced are around weddings, marriage problems, baptism, housing, church, education, intolerance and intimidation. (Addressed in aim 4)

· The difficulties facing mixed marriages/relationships appear to receive little attention at a policy level in government bodies, churches and other organisations/ institutions. (Addressed in aim 4)

· The terminology of mixed marriages and the NIMMA name needs reviewed for 2003, see page 12.

· There is a need for user-friendly information and one to one support and advice on the issues facing families. (Addressed in aim 1)

· There is a need for lobbying on the issues facing mixed marriages. The difficulties in housing require particular attention. (Addressed in aim 4)

· NIMMA is the only organisation in Northern Ireland that focuses entirely on the needs of mixed marriages.

· The substantive and positive work of the Northern Ireland Mixed Marriage Association over 30 years has yet to achieve the public acknowledgement it both deserves and needs in order to be more effective.  (Addressed in aim 2)

· The organisation lacks a public profile and there is little public awareness of its activities. (Addressed in aim 2)

· The organisation needs to move to a higher level of both public profile and services provided if it is to meet the needs that exist. (Addressed in aims 1 and 2)

· A higher level of resources is required for NIMMA to meet the needs that exist. (Addressed in aim 5)

This strategy is the outcome of the development process to date. 

c) Mission Statement

As a result of the consultative exercises and research, a review was held of the purpose of NIMMA and how NIMMA is perceived by local communities. Arising from this a new mission statement was born, which encapsulates the role NIMMA can and does play in the lives of couples and within society. 

The new mission statement has been adopted by NIMMA and is:

“Supporting couples who are united in love across traditional Christian divisions and promoting acceptance of these relationships within Northern Ireland society”

d)
Strategic Aims

At its workshops NIMMA also determined on a series of strategic aims which were fundamental to the role of NIMMA. The strategic aims take account of the stakeholder consultation and research. All carry equal priority as all are key to the effective functioning and development of the role of NIMMA. 

The mission statement will therefore be achieved through the following five strategic aims:

(1) To provide support, advice and information to couples and families involved in mixed marriage/relationships.
(2) To raise public awareness of the issue of mixed marriage/relationships and of NIMMA’s support services.

(3) To promote and facilitate relevant research into the needs of couples and families involved in mixed marriage/relationships.

(4) To lobby policy makers, churches and organisations to address the needs of couples and families involved in mixed marriage/relationships.

(5) To develop the capacity of the organisation.
e)
Strategic Objectives

Underpinning each of the strategic aims is a series of objectives which are part of and contribute to the fulfilment of the strategic aims. Many of these are derived directly from the consultative and research exercises, while others reflect the development plans already in place within NIMMA.

A number of the strategic objectives would not be achievable within the present capacity available to NIMMA. It was decided to include these on the basis that they represented a valid strategic objective towards the overall strategic aims. The resource implications are considered later in this plan. 

Aim 1: To provide support, advice and information to couples and families involved in mixed marriage/relationships

1.1 To provide an extended telephone help line for support and advice.

1.2 To provide an information and advice website.

1.3 To provide relevant courses.

1.4 To extend links to other agencies to facilitate referrals. 

1.5 To provide regular information updates to members and users.

1.6 To provide opportunities for mutual support.

Aim 2: To raise public awareness of both NIMMA’s services and the issues facing couples and families involved in mixed marriage/relationships 

2.1 To develop a major publicity and communications strategy.

2.2 To implement this new strategy.

Aim 3:
To promote and facilitate relevant research into the needs of couples and families involved in mixed marriage/relationships 

3.1 To compile a database of international literature and research.

3.2 To identify the research gaps in relation to mixed marriage/relationships in Northern Ireland.

3.3 To articulate and prioritise a series of research questions to be addressed.

3.4 To commission and carry out the research.

3.5 To promote research findings to the public and policymakers.

Aim 4: To lobby policy makers, churches and organisations on the needs of couples and families involved in mixed marriage/relationships 

4.1 To identify and clarify the priority issues for lobbying, based on the research

4.2 To develop a lobbying policy

4.3 To seek meetings with the policy makers, churches and organisations & maintain ongoing contact.

4.4 To provide education and to inform and influence training on  mixed marriages/relationships.

Aim 5: To develop the capacity of the organisation

5.1
To develop the most appropriate organisational structure to deliver the new development plan.

5.2
To develop a human resources strategy to meet the needs of the new development plan.

5.3
To develop a fundraising strategy to secure the financial resources required to deliver the new development plan.

5.4 
To develop a recruitment strategy to increase the number of users becoming actively involved.



5.5 Review of Name.

f)
Operational Implications

In order to implement this strategic direction effectively, NIMMA must make a transition from a voluntary organisation managed by a small team of members, into a medium sized voluntary organisation with an appropriate management structure.

Presently the group does not have the capacity to deliver on these strategic aims in full and requires additional support to make the necessary transition. The attached appendix provides an analysis of the extent to which the aims could be achieved within existing capacity.

It is therefore recommended that NIMMA seek a development grant to cover the costs of engaging external consultants to support the organisation to make the transition.

The aims of this developmental support will be to:

· Build the capacity of the organisation to enable NIMMA to implement the development plan

· Develop the organisational and staffing structure required to implement the development plan

Assist the group to prepare and submit funding applications to secure the additional financial and human resources required to implement the development plan.

h)
Conclusion

In conclusion, the benefits of the development plan exercise to NIMMA is as follows:

· New mission statement adopted

· 5 key strategic aims provide for a better focussed organisation

· A series of strategic objectives which will be taken forward as an Operational Plan

· An identified need to develop NIMMA from a small to medium size organisation with related changes to structures and staffing

· A series of strategic objectives which could be taken forward in an expanded and extended NIMMA. 

APPENDIX

The following provides an analysis of the extent to which the identified strategic aims can be delivered within the current capacity of NIMMA. While not meeting all strategic aims, they do provide for some limited progression for NIMMA towards its strategic aims. Commentary is provided on the elements of the plan, which would require resources to be taken further forward. 

Aim 1: To provide support, advice and information to couples and families involved in mixed marriage/relationships

NIMMA will continue to provide regular updates to members and users. A scanner will be purchased to aid the process of production of the updates.

NIMMA will continue to act as a mutual support group for members. In particular the established annual programme of conference, service, barbeque and dinner will continue. Regional development would be dependant upon the recruitment of members as indicated under aim 5.

Additional staffing would be required to provide relevant courses and to provide the extended flow of information necessary for an information and advice website.

To extend links to other agencies to facilitate referrals would require additional staffing resources and would need to follow the development of lobbying policy.

Aim 2: To raise public awareness of both NIMMA’s services and the issues facing couples and families involved in mixed marriage/relationships 

The strategic objectives under this aim, to develop and then implement a major publicity and communications strategy, as well as the writing of a book entitled “Telling the Story”, would require additional resource. This would include management consultancy to advise on development & implementation of the strategy as well as additional staffing resource with appropriate skills.

In the absence of a fully developed communications strategy, NIMMA will continue to generate publicity around events it is organising and to respond to requests for media coverage, as able, within current limited capacity.

Aim 3:
To promote and facilitate relevant research into the needs of couples and families involved in mixed marriage/relationships 

There are five objectives required to fulfil this aim.  They represent a comprehensive and pro-active approach to research covering literature search, compiling of a database and use of the NIMMA website to promote. In order to identify the research gaps in relation to mixed marriage/relationships in Northern Ireland, it will be necessary to carry out analysis of enquiries and of existing research. This will be followed by a process, involving workshops and liaison with key research and related agencies, to determine, articulate and prioritise a series of research questions to be addressed. With adequate funding, NIMMA could commission and carry out research and field work on priority areas. NIMMA could also explore possible joint commissioning of research. 

NIMMA would subsequently require to promote research findings to the public and policymakers and would need to devise and implement a Dissemination strategy which would compliment the publicity strategy and lobbying policy. Indeed the research would present opportunities for getting the message across and would identify and clarify the priority issues for lobbying.

Unfortunately, although a clear need has been identified, NIMMA does not currently have the necessary resource to take forward the promotion and facilitating of research or dissemination of any research findings. A Research and Information Officer would be an possible requirement.

NIMMA will continue to provide whatever resources it can to those carrying out research.

Aim 4: To lobby policy makers, churches and organisations on the needs of couples and families involved in mixed marriage/relationships 

This would require development of a lobbying plan based on advice from experts with development of contacts, identification of targets and carrying out of focussed campaigns. Implementation of such a plan offers the potential to make a wider range of policy makers, churches and organisations aware of NIMMA and mixed marriage issues and would relate to and be based upon conduct of research as outlined under aim 3. The development and maintenance of ongoing contact with those groups lobbied offers potential for greater awareness by ‘groups’ of NIMMA and mixed marriage issues and can lead to important policy changes.

NIMMA has arranged for training and advice in lobbying in order to consider development of a lobbying plan of action. The capacity to implement the plan may be impacted upon by the current capacity of the organisation.

A substantive element of the lobbying objective is to develop an education policy and related action plan to provide education, inform and influence training on the issues of mixed marriage. This comprehensive outreach programme would provide training/ open sessions for clergy, social workers, community groups, political parties, government bodies and local authorities and NIMMA members. It would also entail providing training and networking within education including teacher-training colleges, education and library boards, schools and universities etc.

Aim 5: To develop the capacity of the organisation

This aim would enable NIMMA to meet all the objectives identified under aims one to four and entails developing the most appropriate organisational structure to deliver the strategic aims in full.  This includes extension into areas of research, education, , lobbying, networking and awareness as well as increased provision of support, advice and information. 

The capacity development would include a human resources strategy to increase the skills and potential of NIMMA and would also include a facility to buy-in specialist advice and support where required. 

It may also be necessary to develop and implement a fundraising strategy to secure the financial resources required for the core operating functions of NIMMA and develop the capacity of NIMMA in line with the strategic aims. Additional resources would be required to develop and implement a fundraising strategy.
Part of the capacity development would be a recruitment strategy to increase the number of users becoming actively involved. This could focus on development of regional groups but would similarly need to be resourced.

Consideration was given to the issue of re-naming NIMMA but the maintenance of continuity was favoured.
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