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What do we mean by strategy?
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Definition of Strategy
“..Generalship:  the art of war (lit or fig); 
management of an army or armies in a 
campaign; art of so moving or disposing troops 
or ships or aircraft so as to impose upon the 
enemy the place and time and conditions for 
fighting preferred by oneself..”

Concise Oxford Dictionary

Definition of Stratagem

“..a cunning plan or scheme (especially for 
deceiving the enemy)”

Concise Oxford Dictionary
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Strategy Defined

Strategy is the direction and scope of an organisation over the long 
term, which achieves advantage in a changing environment through 
its configuration of resources and competencies with the aim of 
fulfilling stakeholder expectations.

Johnson, Scholes and Whittington 2005

Definition of Strategy

The means by which an organisation continually adapts to meet the 
changing demands of its environment and exploits opportunities in 
pursuit of its core purpose—so enhancing its chances of long-term 
survival and success.

Lock (2004)
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The purpose of Strategy

1. Sets direction
2. Focuses effort
3. Defines the organisation
4. Provides consistency.

‘Leaders may create bad strategy by mistakenly treating strategy work 
as an exercise in goal setting rather than problem solving…’

Richard Rumelt
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Developing strategy 

• The core of strategy work is always the same: discovering the critical 
factors in a situation and designing a way of coordinating and focusing 
action to deal with those factors

• A leader’s most important responsibility is identifying the biggest 
challenges to forward progress and focussing actions to deal with 
those factors…

Developing strategy 

A 
diagnosis

A guiding 
policy 

A set of 
guiding 
actions 
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Approaches to developing strategy distilled…

• Planning
• Visionary/emergent
• Transformative.

“I skate to where I think 
the puck will be” 

Wayne Gretzky

Strategic thinking and acting
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Distinguishing Strategic and Operational Thinking

Strategic thinking

• Longer term

• Conceptual

• Reflective/learning

• Identification of key issues/opportunities

• Breaking new ground

• Effectiveness

• ‘Hands-off’ approach

• ‘Helicopter’ perspective

Operational thinking

• Immediate term

• Concrete

• Action/doing

• Resolution of existing performance 
problems

• Routine/on-going

• Efficiency

• ‘Hands-on’ approach

• ‘On the ground’ perspective

Strategic Thinking as Seeing

Source:  Strategic Thinking as seeing by Henry Mintzberg in J Nasi Editor, 
Arenas of Strategic Thinking Foundation for Economic Education, Helsinki, Finland 1991

Seeing it
THROUGH

Seeing
BESIDE

Seeing
BEYOND

Seeing ABOVE

Seeing
BEHIND

Seeing BELOW

Seeing
AHEAD
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The McKinsey 7S Model

Reputedly initiated by Robert Waterman when he was at McKinsey and Co and featured largely in "In Search of Excellence", Harpers
and Rowe (1982).  This is a useful tool for analysing organisations (internally) relating strategy, style, structure, systems, staff, skills 
and shared values as interdependent aspects of the organisation and regarding the organisation in a holistic fashion.

Template for Your McKinsey Analysis

McKinsey 7S 
Analysis

Now Future How?

Strategy

Structure

System

Staff

Skills

Style

Shared Values
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SWOT Analysis

Strengths Opportunities

Weaknesses Threats

Steeple Analysis
Sociological
• Ageing Population
• Multiculturalism
• Consumerism
• Materialism v spirituality
• Smaller families/households

Technological
• Mobile communications
• Broadband
• Bluetooth technology
• Nanotechnology
• Genetic engineering

Economic
• Globalisation
• Single currency
• Easy credit
• Rich and poor
• Pensions crisis

Environmental
• Sustainability
• Targets for recycling
• Renewable energy
• GM crops and products

Political/Legal
• Equalities legislation
• Terrorism
• European government
• Aids 

Ethical
• Corporate Social Responsibility
• Biotechnology
• Values
• Choices 
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Strategic Action - A Checklist
What would I be doing if I was acting strategically in my organisation?  For example:

• How would I be spending my time?  (How would this be different from the way I currently 
spend it?)

• What issues would be a priority?
• What would I stop doing?
• Who would I need to influence?
• How can I create a team around me that will offer help, support and guidance?
• What projects, prototypes, task-forces, working-groups, etc can I set up to test things and to 

learn?
• What resources do I need?  How and where am I going to get them?
• Where in the organisation can I find people and projects who are already doing new things, 

experimenting and learning?
• Who is already doing what we want to do?  (Either inside or outside our organisation.)
• What feedback do I have from customers and stakeholders about where the organisation is 

now?
• How can I prepare myself, others and the organisation for change?
• What can I do that will make a difference?

Seven Dimensions of Effective 
Partnership Working

West & Markewicz
2006

Effective

Role clarity

Cultural 
congruity

True 
co-operation

Focus on 
quality & 

innovation

Effective 
partnership 

working

Shared 
commitment 
to goals & 
objectives Interdependence 

of outcomes
Inter-

professional 
trust & 
respect
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Find and use right word for the essence of the 
relationship...

Partnership

Marriage Alliance Shotgun wedding

MergerSymbiosisCoalition

CollaborationSharing

Source: Employers’ Organisation
Smarter Partnership Website

Five Degrees of Partnership

“You stay on your turf 
– I’ll stay on mine”

Co-existence

“We’ll lend you a hand 
when our work is 

done”

Co-operation

“We need to adjust 
what we do to avoid 

overlap and 
confusion”

Co-ordination

“We’ll work on 
this together”

Collaboration

“We feel totally 
responsible”

Co-ownership
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How involved are you?

“With regard to bacon and eggs, 
the chicken is involved, the pig is 

committed”

What makes a great partnership?

• Achievements and Impact
• Vision and Strategy
• Leadership and Relationships
• Governance and Accountability
• Performance Management and Learning.
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What you really need to make partnerships 
work effectively
• Clear, shared sense of direction
• Organisational culture of support and care
• Frequent and effective communications
• Commitment to learning, critical thinking and clarity of personal aspirations
• Leadership at all levels to provide strategic, tactical, operational, interpersonal 

and cultural integration.

Source: Bergquist, Betwee & Meuel

5 effective ways to wreck partnerships
1. Always send somebody different
2. Send somebody who can’t make a decision
3. Focus on what you get out of it, not what you 

put in
4. “My success” and “Your failure”
5. Talk.



20/03/2019

14

Outcome focus 
• Too often public sector organisations are only 

measuring inputs and outputs and they think they are 
doing enough 

• Being outcome focused means caring most about the what, not the how
• An output is what is created at the end of a process. Your outputs might be training 

classes offered, assessments, and places offered. Outputs tell the story of what you 
produced or your organisation’s activities. Output measures do not address the 
value or impact of your services for your clients

• On the other hand, an outcome is the level of performance or achievement that 
occurred because of the activity or services your organisation provided. Outcome 
measures are a more appropriate indicator of effectiveness. 

• Outcomes quantify performance and assess the success of the process.

Commit to measuring the impact of your work by following 
these 5 steps:

1. Describe the outcomes you want to achieve (why do you perform the process or service in the 
first place?)

2. Turn the identified outcomes into a quantitative measure (i.e. % of clients demonstrating new 
behaviour, % of clients getting jobs, etc.)

3. Confirm that your desired outcomes are actually linked to your outputs or activities. In other 
words, ensure that it is reasonable to expect your desired outcomes to be achieved based on 
your activities.

4. Implement these measures and track them over time.

5. Demonstrate and increase your success because you have the data to confidently and 
appropriately communicate your impact and value.
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Leadership in partnerships

• Collaborative rather than autocratic in nature

• Able to stimulate innovation in complex, politicised environments

• Flexible in response to change in the system

• Able to apply learning within the system

• Develop relationships through influence not power 

• Share knowledge and innovation 

• Be generous with success

• Balance caution and risk with others

• Build networks across/despite hierarchies

• Move from leadership of organisation to leadership of place. 

The Five Conflict-Handling Modes

Co-operation

High

Low

HighLow

Avoiding

Compromising

AccommodatingAs
se

rt
iv

en
es

s

CollaboratingCompeting

Thomas-Kilman Model
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Organisational Culture

Organisational Culture is defined as 
‘…the norms and values that determine the behaviour of those who 
work within an organisation. These norms result from complex 
processes of emulation and reinforcement, sometimes unconscious, by 
each employee of their colleagues’ behaviour. The norms are often but 
not always reflected in the explicit formal processes of an organisation 
but can often also act in contradiction to those formal processes’.
Or just…    ‘the way we do things round here…’

The cultural web

Stories 
& myths Symbols

Power
structures

Organisational
Structure

Control
systems

Rituals &
Routines

The
Paradigm

PARADIGM: A core set of 
beliefs and assumptions 
which fashion an 
organisation’s view of 
itself and its environment

Source: G. Johnson
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Achieving cultural change
• You need to do hundreds of little (but significant) things
• What you do is more important than what you say. Behaviour, not 

talk, is communication
• What management does with its marketing, operations, and HRM

practices send employees strong messages about the values, beliefs 
and assumptions management hold

• You must make certain that everyone understands what you are 
trying to do. Never mistake lack of awareness about what is 
happening for resistance to change.

• Keep going―cultures tend changes slowly.


