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ABSTRACT

“Downsizing and restructuring are options favoured today in order to improve
business performance. The forgotten option is for managers to encourage and train
their staff to think smarter”. Dr. Roy Gilbert “The Thinking Option”.

In managing with less in an increasingly complex Public Service environment, officers
follow regulations and routines and often don’t have the time to really think. This
often results in poor decisions and indecisive directions. This paper encourages the
reader to think about thinking, to think strategically and to take up the intellectual
challenge of making directions for the future in a skilful, creative and decisive way.

INTRODUCTION

In current circumstances officers in the public service find little time and resources
for the development of policy and purpose in a complex environment. Actions are
influenced by short term expediencies, single agenda pressure groups, the media and
people making representations rather than the wider public interest, longer term
programmes and strategic thought. In the Department of Land and Water
Conservation a constant complaint was that day to day activity is mainly taken up by
“bush fire fighting” and that there is an identified need to develop a mechanism for
anticipating and responding to issues. In the same context was the identified need for
people in the organisation to develop strategic thinking skills.

A Taskforce was set up to consider the issues. Firstly, it was necessary to dispel the
notion that strategic thinking was only for senior Executives and Directors. While
emphasis is given to strategy at the upper organisational levels, it was the Taskforce’s
view that strategic thinking should apply to everyone, be part of organisational
culture and that resources be invested to introduce and incorporate strategic thinking
into existing training programs.

Secondly, while it seems that strategic thinking is practiced and should be practiced,
there appears to be very little, if anything, written about it. Strategy Reports have
been successfully introduced as a procedure in the development and marketing of
Crown land whereby an experienced officer undertakes an initial investigation of an
issue and recommends an implementation strategy. It is contended that strategic
thinking is particularly appropriate in the Public Sector, for professional people and
in instances which require decision and direction.

STRATEGIC THINKING AND ACTION
Thinking is the ultimate human resource. 1t is to form or conceive in the mind and is

often the prelude to action. You need thinking to make plans, take initiatives, solve
problems, open up opportunities and design your way forward.
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Edward de Bono, who is the guru and author of many books on thinking, contends
that thinking and intelligence are quite separate and that many intelligent people are
poor thinkers and get caught in the “intelligent trap”. He contends that traditional
education at school and university only teach one aspect of thinking but that it can be
learned, practiced and developed. Other enemies of good thinking are confusion and
trying to do everything at once and not knowing what to do next. This is where
strategy becomes important.

Strategy is generalship, usually associated with the art of war. Generals are supposed
to look at the total theatre of war, the strengths and weakness of the opposing forces,
the battlefields and ultimate victory. Strategies make up an overall program of action
and deployment of resources with emphasis towards the attainment of comprehensive
objectives. It is about big ideas, critical or key factors, major impact, the final
outcome and not wasting time on trivia. It is a richer, more creative and decisive
way of thinking through issues and formulating action.

Strategic thinking (and action) has the following ten (10) precepts :

1. ideally, it forms an initial preview before any action is taken;

2, it is holistic, an overview, concentrates on “the big picture”;

3. it is future orientated : vision, objective and outcome based;

4, it is value based with emphasis on essence, rationale and sound reasons
for thinking and action;

s. it priorities: identifying and concentrating on key issues and
opportunities;

6. it involves creative, conceptual, lateral thinking, first divergent and then
convergent;

7 it involves key people, power, authority and support;

8. it makes optimum use of limited resources;

9 action is in the form of critical or key directions of the change agenda

upon which tactics can be applied as situations develop;
10. it requires clear, concise communication for implementation.

PROBLEM SOLVING AND DECISION-MAKING IN THE PUBLIC SECTOR
Much that has been written on problem-solving and decision-making has been
directed towards business and private enterprises rather than the public service.
Maybe the complexity of issues, multiple goals and broad range and number of
interested parties makes public sector decision-making more difficult to write about.

Compared to the commercial world, Public Service decisions tend to :

* affect many people and involve political uncertainty;
* be comparatively complex and involve multiple issues and objectives;
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be longer term issues with decisions limited by time and resources;
be mainly funded by taxing others;

be policing, regulatory and reactive; bound by laws and policies;
involve public consultation in the process.

Public Management has divided decision-making into “programmed” using
established procedures in similar circumstances and “non-programmed” in uncertain,
unknown and unfamiliar fields.

“satisfying” is a term used for making immediate decisions when you can’t wait
for all information to be available. This was also acknowledged in the term
“muddling through” with the marginal adjustment of continuing actions
incrementally over time.

the “optional model” plans ahead providing policies for application as
circumstances arise. This is similar to Garratt’s three tiered model of policy (ie.
basic rules for action), then strategy and then organisational management.

“mixed scanning” suggests a high level scan of “the big picture” or “wide-angled
lens view” accompanied by detailed focus or “zoom lens” approach to issues
needing immediate solution.

Pfeffer emphasises the role of people, power and politics in decision-making
classifying decision-making into four models (1) intuitive/creative (2)
rational/analytical (3) regulatory/bureaucratic/judicial and (4) political.

Gilbert emphasises the need to define the needs and outcomes of stakeholders
focusing not so much on what (task orientated) is being done but why (outcome
orientated) it is being done.

The NSW Office of Public Management has introduced Program Evaluation
assessing performance indicators and the appropriateness, effectiveness and
efficiency of Public Sector programs. This is not dissimilar to strategic planning
which mainly overviews businesses and develops strategy.

BASIC APPROACHES TO ADMINISTRATIVE ACTION

Approaches to administrative action should distinguish between “needs” and “wants”,
ensure that the “rationale” (why) for action is soundly based and that “outcomes”, as
much as possible, meet a need in a manner that the public can accept.
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ORGANISATIONAL MODEL

Societal —  Organisational —  Organisational — Achievement of

needs efforts results useful societal
goals and
objectives

NEEDS — INPUTS — PROCESS — OQUTPUTS - OUTCOMES
<« MEANS — <« (organisational) ENDS (societal)—

Often a need is already being partly met by the current outcomes of the organisation
and improvement is required :

CURRENT - CHANGE - NEEDED
OUTCOMES REQUIREMENT OUTCOMES
(what is) (input - process) (what should be)

This change requirement can be expressed in matrix forms:

CHANGE REQUIREMENT MATRIX

INPUT PROCESS OUTPUT ! OUTCOMES
WHAT reduced P.S. ' management ineffective/ { reduced, less
IS i resources . having difficulty| reduced effective
’ - coping; ad hoc | services . service
f - decisions | delivery

' CHANGE | further ~ improvement in | better more effective

REQUIRE-| reductions management & | management . service

| MENT decisions of resources | delivery

{

WHAT even less P.S.| better decisions/ | more effective'i better service
'SHOULD resources management services from z delivery from
BE with less less resources ; reduced resources

The Flow Chart and explanation in this paper is an approach to improved, effective
decision-making and management by strategic thinking (and action). It follows a
rational thinking process acknowledging regulatory and political realities. This is not
the only approach and strategically should be adapted to the situation. That is why
emphasis has been given to sound initial preparation and to methodology as they form
the basis of the adapted strategy for effective decision-making and action.
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1. PREPARATION

(A) PROGRAM OVERVIEW

General, rationale, mandate, political,

operational environment outcomes/
objectives identification of issues

(B) ISSUE DEFINITION
Identification, preview rationiale,
outcomes/objectives situational
analysis

Organisational
Responsibility

(C) ISSUE STATEMENT/S

(D) METHODOLOGY
AND STRATEGY

Client's need, people
and power

Laws, policies,
practice, principles

2. RELEVANT RESEARCH
Statistics, literature search, fact
and opinion

People, power,
needs/wants, motives,
arenas, negotiating margin

Application of
regulatory criteria;
formulate critical/
essential policies/
and practices

3. DEVELOPING STRATEGY
analytical/rational thinking,
creative, brain storming, lateral
thinking, options, logical sieve

Consider views of others,
collaboration, consulting,
task force, steering
committee, public input

and principles
guiding action

Work Breakdown Structures,
Milestones, action plans, critical
path, task allocation, operating
targets, contingency plan

Authority and 4. DECIDING STRATEGY Negotiation, competition,
legitimacy of priority, statistical, economic compromise, agreement.
decisions decision models; strategic Approval/endorsement of
methods; feasibility, hypothesis powerful people
testing, scenarios
Law, policies 5. STRATEGIC DIRECTIONS Project/management team;

support/co-operation of
others

Compliance with
regulatory
requirements

6. STRATEGIC ACTION
monitoring, review, control
implementation, evaluation
ontingencies

Clear communication
to all players

REGULATORY

RATIONAL/CREATIVE

POLITICAL

Flow Chart - Strategic Thinking (And Action)
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1. PREPARATION
Preparation of the statutory thinking process can commence in two ways:

(A)  An overview of the program or activity which identifies strategic issues; or,
(B) An issue is identified and an initial overview forms part of the strategic
thinking approach.

Program Evaluation and Strategic Planning commence with an overview of the
Program or activity; a similar overview of a program or activity provides the basis
for not only identifying issues but also essential information for resolving issues and
providing strategic directions for achieving successful outcomes.

(A)  Overview then Identification of Issues
Matters to be considered in the General Organisational Overview :

[1]  Vision - community expectations of outcomes;
[2]  Mission of the organisation - what it hopes to achieve;
[3] Aims and Goals of the organisation to achieve the mission.

Matters to be considered in Particular Program Overview :

(1)  Program Description - summary of what the Program involves

(2)  Rationale for the Program :
* Consider community trends and needs;

* Consider circumstances creating the need for the program identifying the real
issue or concern;
* determine why the program is needed in community terms and its purpose,

considering why change?, do nothing and other options.

(3)  Mandate for the Program :

* legislative basis-laws and regulations;

political priorities;

departmental priorities and policies;

organisational culture, beliefs values and assumptions;
policies and principles for administrative decisions.

* % ¥ %

Political : Interested people and parties(stakeholders) their motives and power
identify the clients/beneficiaries of the Program;

identify those who may oppose the Program, be disadvantaged, pay directly or
indirectly or who may have cause to criticise it;

* powerbases - considering authority, legitimacy, decision-makers, official
positions, repute, influence and status, skills and sources of resources, finance
and information;

~
**_';
~—
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inter-relations - arenas, connections, commitments, coalitions, allegiances
supporters, influences and dependencies of power;
identify key people, interested parties and arenas.

Operational Environment

SWOT analysis - identify Program Strengths and Weaknesses
- identify outside Opportunities and Threats.
PEEST analysis - Political, Environmental, Economic, Social

and Technological.
Determine those Key Factors under or not under program control.

Operational description

needs - what is wrong and needs correcting; what needs changing (differs
from wants).

inputs - identify, quantify and cost resources such as materials, labour,
finance, management, facilities, information, technology etc.

process/activity - how the program produces the product or service.

output - units of production, quantity and value.

outcomes - results/impact identified by the community in meeting their need.
performance measures :

appropriateness - measure of outcomes meeting needs.

effectiveness - measure of outputs in meeting needs.

cost/benefit - comparison of inputs with outcomes.

efficiency/economy - efficiency of process in converting inputs to produce
outcomes.

process evaluation to ensure it is the best means of production.

determine attributes of successful outcomes and key operational issues.

Statement of outcomes/objectives (in a concise summary)
why the program?

clients of the program

who is responsible for the program?

what the program intends to accomplish (and not accomplish)?
when the program is to operate (and be completed)?

where activity occurs, as appropriate

how the program will operate

Identify issues/options for change.

Issues/options for change can be identified from the Program as :

(@ Deviation from past performance.

(b)  Deviation from plan.

() Criticism, (internally or externally) can be a symptom of an issue;

(d) Competition or where a better response is evident can suggest a need
for change.

Issues can be :
@) Programmed with consistent symptoms with solutions involving
routines and established procedures and practices;
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(b) Non-programmed with inconsistent symptoms that are new, original
and that involve matters of uncertainty, research and more than usual
thinking;

In a complex situation affinity diagram of collecting and classifying issues,
can be used in identifying the issues requiring resolution.

(9)  Analyse and select strategic issues/options prioritise.

Based on selection criteria and their importance, a priority matrix, pareto diagram
(80:20 rule), weighted scores matrix or other impact analysis and prioritising
methods can be used to select the strategic issues to be dealt with.

(B) Identified Issues/Initial Overview

(1)  Initial identification

Outside a Program issues can arise through many sources (ie. correspondence,
ministerial, media, system breakdowns, etc.) which can obscure the issue through
unrelated detail, bias, symptoms rather than causes etc. Initially, some identification
must be made, a sound statement of the issue comes later.

(2)  Initial responses

Part of strategic thinking is to minimise activity to essential action. If there is a need

to stall for time or especially if an urgent response is required, the following initial
strategies could be considered :

° is it your issue? if not, pass it to those who may be responsible;

o simple acknowledgment of receipt of the issue and that it is being investigated,
providing time for proper consideration;

® change perception or raise a diversion to make the issue insignificant or
forgotten;

° try whatever comes to mind first then think again if it does not work;

° choose a response that would be favoured by the most powerful;

o choose a response that worked before and/or was used before in similar

situations; choose a response you understand:;
do whatever causes the least fuss or costs the least;

° refer it to an expert, consultant or (if you what to really stall for time or
reduce immediate pressure) to a committee;
o do nothing in the hope that the issue will go away or, given time, it will

correct itself.
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3) Initial preview/reconnaissance

Issues often arise clouded with emotion, confusion, unnecessary detail and
undisguised bias which requires examination to determine the essential issue. What
appears to be the issue? Why has it arisen? Has it been faced before? Does it pose a
threat or opportunity? What has caused it? Is it a symptom of a deeper issue? Is it
part of a related set of issues? But probably the important initial question that must
be asked is whether or not it is your issue and involve an activity that you are
responsible for?

If the issue is beyond your control or influence, it should be pass to those with the
control or influence.

Often there is the tendency to get bogged down with issues that are too general, large
and not well defined, or rush into applying a “pet” solution or any solution before
examining the issue first to determine the essential or critical matters involved. An
initial Terms of Reference or Background, person or organisation affected and the
essential issue should be prepared for an initial overview of relevance. This is
assisted greatly if a Program Overview has been undertaken beforehand.

4) Statement of rationale

The secret of success is a sense of purpose. This is the “why” statement, the purpose
for the activity involving the issue. This should identify the activity mandate (the
legal authority to act), the political, people, power etc. basis for its relevance and the
vision, organisational mission and goals (state and rank if there are many)
appropriate.

5) Statement of outcome/s and objective/s

If you don’t know where you’re going you may end up somewhere else...... This
statement should identify the community/client need and the outcomes expected to
meet that need. Distinction should be made between means and ends and wants and
needs, if appropriate, using the following matrix :

Means Ends
needs Strategic Better
thinking decisions
Policy Full
wants and action
plans plans

If the activity has an objective that is relevant to the issue, this should also be stated.
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(6)  Existing situation/situational analysis

If you don’t know where you are now, its hard to know where you are going to be
..... You should consider the existing environmental and situational factors that
directly affect the issue and outcome using SWOT and PEEST analysis, time, people,
power, authority situations, as appropriate.

(C) Issue Statement/s

An issue is a gap between where you are and where you want to be, often with an
obstacle that prevents closure of that gap. An issue well defined is an issue half
solved. “For there are a few things as useless - if not as dangerous - as the right
answer to the wrong question..... ” Peter Drucker.

It is important to identify the real, essential issue/s that make up the difference
between the existing situation and the preferred result. For instance, the initial issue
maybe hiding other issues or be part of a wider issue which maybe more serious if
they remain undetected. Often the symptom may hide a cause that is the essential
issue. Methods used to identify underlying causes are :

(@)  cause and effect diagram or fishbone diagram using as categories 3M + P
(materials, methods, machines, people) and 4 S’s (surroundings, supplies,
systems and skills);

(b)  successive why’s - posing the question, why? successively until it cannot be
answered any more;

(c) W°H being who, what, where, whom, why and how;

(d  arelationship diagram in multi-issue situations.

Often it helps to ask why the issue has arisen, why must it be resolved, is it worth
solving, or could solving create more issues? Separate facts from feelings; avoid
bias, prejudice and implying a solution. Try limiting the scope of the issue for
concentrated thinking, and, if complex, prioritising issues for more effective
resolution.

The issue statement should be an objective statement of the essential issue or issues in
a sentence or two that everyone can understand.

(D) Methodology and Strategy

If you don’t get your strategic processes of thinking right, much of your thinking will
be irrelevant, even counter-productive.....

The key actions in strategic thinking are strategically determining the thinking
approach to be taken and organising the process.
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It’s worth asking the initial questions again and is “satisfying” all that is needed?
Does it require a programmed or non-programmed response? Is there an established
response to the issue or similar issues that can be applied?

@) The critical or key factors should be determined before developing a
strategy. Without getting bogged down in detail, identify, as appropriate:

matters over which you have, or do not have, control;
constants and variables; consistent or inconsistent symptoms;
assets/constraints/barriers/risks, as appropriate;
routines/policies/principles/practices and uncertainties.

key interests and persons;

resource implications/facilities/personnel;

conditions for solution boundaries and parameters of the issue;
methods for developing/deciding strategy;

Next, determine the extent of consultation and negotiation that may be
necessary:

G

() consultation with interested parties should be undertaken if there is a need for
acceptance by others, distribution of information, decision by others, complex
issues involving people and power and choice of options;

(i)  team/group approach is appropriate with :

e programmed matter, consistent symptoms in many places : specialist team;
e non-programmed matter, inconsistent symptoms and/or in many places

professional/generalist or multi-disciplined team.

The team approach provides a wide knowledge, fact finding base that can handle
complex issues with less bias and greater creativity. Many views are better than one.

(iii)  individual/technical specialist is appropriate in specialist matters with
consistent symptoms and in one place.

(iv) A consultant can also provide an expert, objective and independent view and
can be employed if there is inadequate in-house expertise.
() Methodology and decision making process

Most approaches to thinking are ratiomal and analytical and this should provide a
central thread through the strategic thinking process;

e intuitive/creative thinking should be applied to bring out new ideas, especially in
issues requiring an aesthetic input;
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e regulatory thinking involves not only laws, regulations and policy but also
principles and practices that are established which would require sound reason to
depart from them:;

e political negotiation and consultation is required where authority, power,
influence and acceptance makes it necessary.

The strategy should have regard to not only the long term solution of the issue but
implementation and the timing of any immediate, corrective, preventative and
contingency actions which may be needed in the meantime.

2. RELEVANT RESEARCH

What is the least amount of information needed to make a good decision? “If you get
all the facts, your judgement can be right; if you don’t get all the facts, it can’t be
right”. - Bernard Baruch. By defining the issue, the strategic approach is to research
only those facts that are relevant to the issue and avoid facts that are wrong,
insignificant or irrelevant.

Research should be objective. Avoid the tendency to be influenced by information
already gathered, information that suits only the views and/or solution you may have
in mind but consider an overview and the views of all sides to the issue, including
those that may differ with your ideas.

Data should be processed and analysed into meaningful information using (1)
checklists (2) measles chart (3) cause and affect diagram or relations diagram (4)
morphology chart and (5) classification chart. (6) Tally chart (7) Histogram (8) Run
Chart and (9) Scatter diagrams can be used for statistical analysis.

The scope of research should be limited to the predetermined strategy working from
the general to the particular. It should give regard to the creative, regulatory and
political as well as the rational/analytical processes, if that is what the strategy
requires.

Research is necessary for the establishment and facilitation of processes involving
others. Thorough preparation forms the basis of successful public consultation, team
work and negotiation.

@ Rational/analytical research

As with other approaches to strategic thinking, research should give regard to facts
before assumption and expert opinion before anyone else’s opinion. Probably a good
analogy is to consider the sort of information that would be relied upon in evidence in
Court. Information should be (1) accurate and (2) up to date and be reviewed for 3)
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relevancy (4) sufficiency (5) quality (6) weight for comparison (7) constants and
variables.

Illustrations, anecdotes, analogies and statistics should be gathered if they can help
explain the data and information relied upon.

Research should consider implementation strategy and matters such as manpower,
materials, finance, knowledge, technology and resources generally.

(b) Creative/intuitive thinking

Background and preparation is necessary to successfully steer the process whether
undertaken individually, or as a team. While the process encourages lateral-type
thinking, it is necessary to regularly channel ideas back to the issue being considered.

(c) Regulatory approach

While information encompasses laws, regulations, policies and other guidelines, this
approach also gives regard to principles, rules, formulae, routines and practices
usually relied upon in considering the issue.

@ Political

Strategy should have identified the persons, organisations decision-makers and
interests involved in the political process. Research should be undertaken on their
needs and wants, motives, views, inter-relations (arenas) and, especially with
negotiations, the bottom line, top line and negotiating margin. Don’t neglect your
position in this.

Briefs should be developed for consultancies; background briefings for task forces
and steering committees. Information handouts should be prepared for public
briefings and any media responses.

3. DEVELOPING STRATEGY

This is the process of developing solutions to issues. (Deciding strategy is the
process of deciding on the appropriate developed solutions).

(a) Thinking processes

The Research Method, Scientific Method and Operations Research Methods are
typical rational/analytical approaches used, the latter being only as good as the
hypothesis or model being tested.

It has been recognised that most people have their own thinking style allegedly related
to the part of the brain predominantly used. This means is that your mode of thinking
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could be limited in scope and maybe overlooks other plausible solutions to issues.
This supports the case for team thinking of complex issues.

Edward de Bono has written many books on thinking and it is worthwhile reading his
books. He is well known for the idea of “lateral thinking” which differs from
“vertical thinking” by arranged discontinuity. The “vertical thinker” looks for what
is right - the “lateral thinker”, what is different; one looks at sequences, the other
deliberately jumps; one concentrates on relevance; the other uninhibited/free
thinking.

The “vertical thinker” moves in the most likely direction, the “lateral thinker”
explores the least likely; one chooses, the other changes and so on.

Edward de Bono is also known for the six thinking hats :

white hat - rely on facts and figures provided they are neutral and
objective;

red hat - emotions - consider how people feel;

yellow hat - sees benefits in ideas - positive and constructive;

black hat - critical assessment - negative but not negativity;

green hat - provides alternatives/new angles to issues - creative;

blue hat - controls the flow - acts as chair.

The various hats, he contends, should be used as the occasion demands. In essence,
strategic thinking, like this, embraces all forms of thinking, choosing the type of
thinking that suits the issue and the circumstances.

These are many different approaches ; consider :

- cause and effect;

- break into elements and consider relationship of the parts; WSH;
- general to specific;

- sequences;

- comparable options that can be copied;

- substitutes, modifications, rearrangements;

- combinations; add/subtract;

- work from the end backwards;

- by pass an obstacle to thinking and return later;

- brainstorming; quiet storm; reverse brainstorming;

- word association;

- visualise, draw;

- flow chart/outline (suited to complex);

- mapping ideas, slipcard or affinity diagram;

- “because” generator; being statement — proof/reasons.
- “Fishbone™ generator; shows flow of major, minor ideas.
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(b)  Logic sieve

Solutions should be checked for incorrect reasoning; reasoning is often based on
generalisation being a general conclusion about a whole class or category of items;
inductive reasoning (scientific method) reasons from the particular to formulate a
general conclusion; deductive reasoning is the other way, from general to particular;
broad to specific; theory to practice. Generalisation is based on a structured sequence
of ideas using premises to reach conclusions; if the premise is faulty then the
conclusion is probably faulty.

It is important to be aware of logical errors in thinking and arguing such as :

e Misleading terms or language - (ie) use of double meanings, false dilemma,
wrong emphasis, etc.

e Factuoal errors - incorrect; weak facts; irrelevant data; suggestion; “big lie”;

e Logical dodges - (ie) begging the question; assuming truth; circular argument;
“red herring”; personal attack; trick questions; reduce to absurdity; false analogy;

e Cause and effect - false cause; over simplification; false correlation;

e Relevance - (ie) unwarranted generalisation; stereo-typing; misuse of statistics;
appeal to authority, emotions, ego, snob appeal and mob appeal.

(c) Political

Develop a strategy for negotiation and the appropriate process for decision-making
having regard to those with power and their motives and interests.

(d) Regulatory

In addition to law, policies, principles and practices identified in research, others
should be developed, as appropriate, to guide future strategy and action.

4. DECIDING STRATEGY

In strategy we must recognise the priority concerns or opportunities or otherwise we
run the risk of wasting valuable resources on the unimportant.

Usually a decision must be made between various solutions. Firstly, the options must
differ otherwise there is no choice to be made; secondly, sometimes a compromise
can be made using the best features of a number of options. Thirdly, there must be
some criteria for choice. This is often where policies and principles are useful.

@ Criteria for choice:
Criteria can be absolute, (ie. essential for choice) or comparable criteria, often

weighted relative to importance. Many criteria can be considered, such as : (1)
health and safety (2) property loss (3) legal threat (4) political/media embarrassment
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(5) relevance (6) feasibility (7) ease of effort needed (8) timing (9) risk/reward (10)
resources required (11) impact (12) accordance with values.

(b)  Decision-methods:

Methods used for Strategy Analysis can be (1) Pareto diagram (80/20 rule) (2)
matrix analysis (paired choice, weighted criteria, prioritisation) and (3) impact/
changeability analysis.

Methods for ecomomic analysis include (1) Linear Programming, (2) marginal
analysis and (3) cost/effective analysis.

The following methods are especially useful in groups or team situations; (1)
mindmapping (2) dots (3) 3 for/3 against (4) ideas swap (5) Force field analysis (6)
the snow card process (7) Oval mapping process or (8) voting, (nominal, multiple,
negative, 100 vote distribution).

Scientific method (hypothesis testing) and Operations Research Method can be used to
test chosen models or solutions.

(c) Political:

Decision making should involve the owner of the issue as well as persons you rely
upon for support. The purpose of negotiations is to reach a mutually acceptable
agreement from the parties involved. Never ask for what you don’t want or can’t
justify. Avoid emotions. Focus on removing obstacles to reach agreement. Seek the
intervention of a third party (arbitration/mediation) if agreement can’t be reached.

It is necessary to gain authority/legitimacy to the decision and have it approved or
endorsed by the powerful people or organisation.

Finally, consideration should be given to the consequences of the proposed decision.
Process networks such as (1) Decision Tree (2) Flow Chart (3) Critical Path Analysis
(CPA) and (4) The Performance Evaluation and Review Technique (PERT) can be
used to compare impacts of future actions.

A synopsis should be prepared outlining and justifying the decision-making process
used.
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5. STRATEGIC DIRECTIONS

Strategy is a chosen response to a given situation known, or impending, which will
direct specific actions as the situation develops.

The proposed outcome, purpose and objectives should from the essential directions
for the project. Further, policies and principles should be clearly stated to guide
future action and from the basis of review of directions if circumstances change and
as more certain information become available.

Programmed activities should conform to these essential requirements even though
actions involves continued repetition and constant dealings, possibly never achieving
the program outcome.

Project management provides an approach to planning the implementation of the
project; ideally people directing implementation should be involved in its planning.

Non-programmed activities are particularly suited to project management.

6. STRATEGIC ACTION

Implementation and review should focus on desired outcomes, objectives and
purpose and conform generally with policies, principles and practices guiding the
activity. This provides for flexibility in action without losing essential purpose and
direction if warranted by changing circumstances and new information.

The first rule of planning is to be prepared to replan and if you have no plan, you
have no control. It is therefore essential that progress be monitored and reviewed
comparing actual with planned milestones or events as they occur. The parameters
and framework established through strategic thinking and planning provide the means
of control, the basis for change and direction for action.

CONCLUSION
Strategic thinking is smart thinking. It is not the exclusive possession of Directors,
Generals or leaders that many people think it is, but a skill that can be learnt and

practiced by anyone at all levels of an organisation or occupation.

The methodology developed in this paper applies the principles and precepts of
strategic thinking to public sector decision-making and action.

The methodology and strategy approach should be varied according to the
circumstances applicable and knowledge of practices which can be used.
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