How To Do Strategy
1. Concerned Community of Experts (see diagram)

Identify the group of concerned persons who want the strategy to be developed. Decide which stakeholders are to be included (customers, competitors, suppliers, alliances etc). Document who is involved and provide a name (label) for the group. Anticipate that different stakeholders will bring different mindsets.  

2. Concepts

Draft a series of multiple stance critiques of past strategies, core competencies, and the operating environment including recent senior members’ speeches.  Use conditional statements from these critiques to identify a handful (5-7) of concepts (eg agility) that the group (organisation, community) feels provide the intended future identity for the group. Alexander’s synthesis might be used extract the concepts from stakeholders comments and the critiques. Briefly define each of the concepts in terms of the consequence of their not being there as well as providing contrasts of what is not intended by the concept. Document these in a Statement of Intent (see appendix). 
3. Conjectured Ideas

Use the concepts to encourage the members of the group to conjecture ideas of ‘what might be done’ to develop the group in the future. For example, what activities might be done to improve agility? These ‘what might be done’ activity statements might be generated from a Consensus Conference. These conjectured activities might include physical activities such as purchasing equipment, organisational activities such as revising procedures and personal activities such as staff training. It is important to ensure these strategic concepts are constantly championed and enforced by senior members of the group as the criteria that must be used to evaluate all future activities including staff performance, policy drafting, meetings agenda and day to day decision making in the group. Random events that occur in the future also need to be constantly evaluated in terms of suitable response activities using the concepts documented in the statement of intent. 

Having documented a handful of activities for each concept, the activities can then be developed in terms of the exact details of how they would be implemented. Checkland’s CATWOE or Kipling’s six Wh’s might be used initially to do this, then more formal methods like PMBOK can be applied. The details and schedules of when, who, where, how etc. of the activities (projects) need to be documented as the Strategic Plans.  
As the conjectured idea activities are developed, there is need for a formal process of forecasting what would be the intended and unintended consequences of enacting that activity onto the problem situation. If possible, simulations can be used, else perhaps red-teaming may be informative. Remember that the reason why the activities are being suggested is to achieve the concepts in the statement of intent. 
4. Conundrum

Enact the documented conjectured activity ideas onto the problem situation (conundrum), constantly evaluating their impact against the concepts in the statement of intent. 

5. Consequences

Conduct ongoing formal group critiques of the consequences of enacting the activities and the concepts in the statement of intent using multiple stances. 
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Sample Statement Of Intent
This statement of intent provides the set of concepts by which the University of Utopia intends to guide its future decision making and so develop its own distinctive identity.  

We intend to become more:

· Engaged: networking with industry and communities worldwide to provide sustainable solutions. 

· Knowledgeable: creating international standards of relevant expertise through research and interaction with students. 

· Problem Driven Learning: designing programs and delivery methods intended to assist a diverse student body learn how to deal with the range of problem situations they will face over their lifetime. 

· Agile: able to respond rapidly to changes in the environment.

· Equitable: providing equal opportunity and justice to all regardless of background. 

· International: embracing the opportunities of multiculturalism and pluralism actively. 

These concepts will be implemented through using them to inform our strategic plan, strategic initiatives, performance measures, annual review criteria, employment criteria, committee constitutions, reward systems, internal marketing and budget planning priorities. 







PAGE  
1

