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The Public Sector and OpenStrategies

Summary

Many governments currently require big public sector savings while maintaining services.  The challenges to achieving this are enormous and fragmented, and will only be resolved when governments, organisations and communities work together effectively.

To enable strategic collaboration, such stakeholders need a single, compact system which integrates an outcomes focus with strategies, action plans, collaboration, stakeholder engagement, performance management and audit processes. 
Unequivocally, the system must be easily understood and used by large numbers of stakeholders with very divergent skills - so it has to be simple – and to contain just:

“the smallest amount of information 

that has the highest value 

to the most people”
To deliver governments’ visions, such a system needs to work seamlessly at every level from grass-roots action plans up to departmental and agency strategies.  
The system needs to work simultaneously within single agencies and across multiple agencies.
OpenStrategies is such a system.

What governments wish to achieve

Governments and the public sector wish to convincingly demonstrate that:

· public sector investments are ultimately leading to beneficial outcomes for the country
· the value of the outcomes is greater than the cost of the investments plus user costs

· users are (co-designing and) using public sector outputs

· public sector performance management is effective 

· public sector performance is readily auditable
How the New Zealand government intends to achieve this

Key NZ methodologies to achieve this include:

· Statements of Core Purpose

· SCPs define the boundary conditions and high level outcomes for each agency

· Statements of Corporate Intent

· SCIs define, at a high level, how each agency will ‘deliver’ their Core Purpose

· Strategies and action plans

· Strategies and action plans define, at a practical level, how each agency will ‘deliver’ their Core Purpose

· Collaboration

· Agencies must demonstrate effective collaboration with other agencies, users and other stakeholders to optimise outcomes

· Community engagement

· Agencies must engage effectively with the communities they serve

· Performance management

· Key Performance Indicators identify crucially important success factors and how well they are being achieved by the agencies and their ‘user-groups’ (typically communities)
· Intervention Logic plus Causal Evidence identify and verify the links from inputs (interventions, investments) through to outcomes
To optimise beneficial outcomes, it’s essential that SCPs, SCIs, Strategies, action plans, collaboration processes, community engagement and performance management systems be effectively integrated within each agency.
Outcomes can be further optimised by inter-linking the above requirements across multiple agencies and organisations, ideally across the entire public sector.

And that is exactly what the OpenStrategies system does
OpenStrategies
PRUB-strategic-thinking (see Appendix 1), which is at the heart of the OpenStrategies system, provides an ‘intervention logic’ or ‘logframe’ which has been optimised for large scale, multi-stakeholder strategic planning, implementation and performance management.
A key factor for large scale strategic planning and implementation is the need for all stakeholders to understand and value the strategy.  This leads to absolutely fundamental criteria for such a strategy system – it must consist of:
The smallest amount of information……….

that has the highest value……….

to the most people

Typically, humans can hold 5 +/- 2 ideas in their heads at any time.  In our experience, humans can typically ‘get their heads around’ about 15-20 ideas when they are displayed in hard copy in some sort of logical framework.

Any strategy, implementation and performance management system for complex, large scale, multi-stakeholder environments must accept these limitations on human cognition and in so doing it must ‘chunk-up’ information in a modular fashion so it can be readily understood by the majority of stakeholders.

The OpenStrategies intervention logic system has been optimised to meet all the above criteria by using PRUB-Strategic-Thinking as shown in the following diagram and explained in more details in Appendix 1:
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Agencies and organisations run Projects which produce Results (outputs) which communities Use to create Benefits (outcomes) for themselves

An interlinked set of PRUBs is known as a SubStrategy and may contain a number of Projects linked to multiple Results, Uses and Benefits.
Every intervention we have ever encountered can be accommodated in this PRUB intervention logic framework:

1. within a straightforward PRUB, or

2. within sequential processes such as PRPRPRUB, or 

3. in parallel processes where one set of PRUBs parallels other sets of PRUBs
The compact OpenStrategies system:
1. contains the smallest number of chunks of information necessary for a meaningful intervention logic, ie Projects, Results, Uses and Benefits

2. contains the smallest number of causal links necessary to complete the intervention logic, ie Links between Projects and Results, Results and Uses, and Uses and Benefits
3. focuses on the ‘handover’ from Results (produced by agencies) to Users – which is the step in the intervention logic which is generally the most difficult to manage

4. makes a sharp and useful distinction between the creation of assets (Projects and Results) and the use of assets (Uses and Benefits)

5. encapsulates KPIs within each Project, Result, Use and Benefit, so that KPIs always reside at exactly the right place in the intervention logic process
6. requires ‘Causal Evidence’ to be attached to each Link so as to ‘validate’ the intervention logic

7. combines the KPIs in the PRUBs with the ‘Causal Evidence’ attached to each Link, thereby enabling the rapid and conclusive identification of those interventions which are having the greatest impact on outcomes (Benefits)

8. identifies explicitly when Results cannot be used by end-users and which are therefore either abandoned (Abandoned Orphan Results) or adopted by other Projects (Adopted Orphan Results).  We estimate that simply stopping those projects which are producing Abandoned Orphan Results will save the public sector 10-20%
9. explicitly differentiates between ‘high level’ strategies and grass roots action plans using OpenStrategies’ unique set of ‘specificities’

10. interlinks ‘high-level’ and ‘grass-roots’ strategies and action plans with its ‘keyword tagging’ system

11. similarly interlinks multiple OpenStrategies within single organisations by using the same ‘keyword tagging’ system
12. helps facilitate cross-agency collaboration through the common use of PRUB-strategic-thinking – so everyone speaks a common ‘strategy/actions language’
13. continually accumulates evolving collective wisdom in the form of ‘libraries’ of proven SubStrategies, and so builds a community/organisational ‘memory’

14. is accessible on-line to all authorised stakeholders

15. assists prioritisation by enabling the comparing of like with like (SubStrategies with SubStrategies)

16. recognises ‘unintended consequences’ by way of positive or negative Links to parallel Benefits 
17. combines hard-copy workshops with an on-line tool so all stakeholders can view and interact with their OpenStrategies

How do OpenStrategies’ capabilities correlate with public sector system requirements?

Let’s now revisit what governments wishes to achieve and correlating this with OpenStrategies:
· public sector investments are ultimately leading to beneficial outcomes for the country

· OpenStrategies Link public sector investments via the shortest, meaningful, intervention logic pathway, ie from Projects (investment/interventions) through Results, Uses and Benefits (outcomes) 
· While OpenStrategies themselves cannot ensure that public sector investments do in fact lead to beneficial outcomes, OpenStrategies do explicitly define the compact intervention logic to enable effective process management of Projects through to Benefits (outcomes)
· the value of the outcomes is greater than the cost of the investments plus user costs

· OpenStrategies requires stakeholders to identify costs and insert them into the Projects and Uses within each SubStrategy, and to determine, at least semi-quantitatively, the ‘value’ of the Benefits.  
· OpenStrategies thereby defines exactly which information is required for cost-benefit analysis (while stakeholders need to estimate the actual value of Benefits - which is a discipline in its own right)
· users are (co-designing and) using public sector outputs

· OpenStrategies require the precise identification of the role of Users (in the Uses boxes) and this can be effectively achieved by involving Users in the development of each SubStrategy
· Because Users generally use Results on a voluntary basis, it’s essential to fully understand what Users are prepared to actually do (Uses) and hence what Results they require to enable these Uses
· So OpenStrategies thinking requires a full understanding of Uses and the interactions between Results and Uses
· public sector performance management is effective 

· OpenStrategies combination of precisely ‘located’ KPIs (within each Project, Result, Use and Benefit box) plus ‘Causal Evidence’ for the intervention logic (located on the Links) underpins effective performance management by explicitly showing the relationships between KPIs, Causal Evidence and the exact interventions required to improve KPIs
· public sector performance is readily auditable
· When public sector strategies and their performance management criteria (including actual measures of ongoing performance) are encapsulated in multiple SubStrategies within one or more OpenStrategies at http://openstrategies.com it becomes easy to monitor and audit agency performance
Revisiting how government wishes to achieve the above and correlating this with OpenStrategies:

· Statements of Core Purpose

· OpenStrategies accommodates the objectives of each SCP within its keyword tagging system, so that all Projects, Results, Uses and Benefits can be linked to the SCPs

· Statements of Corporate Intent

· Each SCI can be ‘translated’ into high level SubStrategies (ie high level inter-Linked Projects, Results, Uses and Benefits) so as to create a succinct, ‘high level’ SCI OpenStrategy
· OpenStrategies then accommodates the components of each SCI within its keyword tagging system, so that all high level and grass-roots-level Projects, Results, Uses and Benefits can be linked to the SCI
· Strategies and action plans

· OpenStrategies encapsulates all grass-roots strategies and action plans within SubStrategies

· Each SubStrategy is required to contain exactly the ‘necessary and sufficient’ set of Projects, Results, Uses and Benefits required for a successful outcome, thereby minimising duplication and gaps

· Each Project, Result, Use and Benefit within these SubStrategies is tagged with SCP and SCI keywords

· Each PRUB is tagged with other keywords, enabling smart searching and the aggregation/dis-aggregation of SubStrategies into different combinations based on chosen demographics, geographic locations, themes, stakeholder organisations and other criteria
· Collaboration

· Each SubStrategy identifies who the stakeholders are for each Project, Result, Use and Benefit and in so doing make it explicitly clear exactly who is collaborating in each SubStrategy

· Frequently collaboration consists of parallel Projects and Results which are all required to achieve one or more Uses whereas on other occasions, collaboration will take place within each Project and Result.  OpenStrategies make this collaboration explicitly clear
· OpenStrategies helps facilitate cross-agency collaboration through agencies being able to more readily share and integrate their activities because they are described in the common language of PRUB-strategic-thinking.  This applies to both high level strategies and grass roots action plans

· By describing all activities as SubStrategies, it becomes much easier to ‘mix-and-match’ groups of SubStrategies based on demographics and/or themes and/or any other criteria
· Community engagement
· Early stage community engagement is optimised by focusing on understanding Uses, Benefits and the community values that they represent

· Subsequent community engagement is facilitated by consulting with communities using complete, compact SubStrategies with their supporting Causal Evidence and KPIs
· Performance management

· OpenStrategies captures and stores KPIs and the subsequent ongoing measurements within each Project, Result, Use and Benefit, ie exactly where each measurement is made.  By keeping KPI information intimately linked with the relevant steps in the intervention process it make it easier to identify where to make changes in the process to improve outcomes
· Currently OpenStrategies ‘allows’ up to 3 KPIs per ‘Item’ (ie 3 for each Project, Result, Use and Benefit)
· This limit of 3 KPIs per Item is designed to force a focus on identifying key performance indicators rather than simply measuring everything of interest
· A typical SubStrategy with, say, 3 parallel Projects and Results, 2 Uses and 3 Benefits will therefore have up to 33 KPIs – which should be more than enough!

· By also having very specific Links (intervention logic) from Projects through to Results plus the requirement to add ‘Causal Evidence’ to these Links, OpenStrategies provides a rigorous basis for identifying exactly which interventions are contributing (via Results and Uses) to Benefits, and hence which interventions need to be modified in order to improve KPI measurements
The OpenStrategies’ process
Many organisations operate in large-scale complex environments with numerous and divergent themes, stakeholder groups, geographies and cross-agency activities.  

They create many strategies and plans to cope with this complexity.

These strategies typically range from ‘high level’ to ‘grass roots’.  

Often, such strategy portfolios must be collaboratively developed, interlinked with each other, collectively implemented and performance managed and audited.
But our customers tell us that very few strategies make much difference.

Why?
A key challenge is to identify, precisely define and inter-link the typically large number of strategies and plans public sector agencies need to work with.

Also, the effective management of such large-scale, complex portfolios of strategies requires simple strategy language that everyone understands, rigorously structured thinking and a compact and effective strategic-knowledge management system.

OpenStrategies makes sense of this complexity by using concise PRUB-strategic-thinking which integrates strategies, action plans and performance management into a single, compact system which all stakeholders can understand and use.

We use a 4 phase process to design, develop and maintain portfolios of OpenStrategies which align with the needs of your complex world:

Phase 1:
Diagnosis and design
The identification and diagnosis of all strategies and plans relevant to your area of activity together with their desired inter-relationships, followed by the design of a portfolio of one or more OpenStrategies which will address this complexity 

Phase 2:
Development and implementation
The development of your portfolio of OpenStrategies coupled with guiding their implementation

Phase 3:
Handover and capacity development
The building of your organisations’ capacities to self-manage your portfolio of OpenStrategies

Phase 4: 
Maintenance

Your ongoing maintenance, refinement and implementation of your portfolio of OpenStrategies
For detailed information on OpenStrategies please contact
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Appendix 1:  Introduction to PRUB-strategic-thinking
Principles of PRUB
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Have you heard the phrase “I do high level strategy, I don’t do details” and have you wondered if this is a cop-out… ?  Have you read “high level” strategy documents and concluded that they are no more than motherhood and apple pie?  (and concluded that anyone could write such documents and that it’s working out the details that requires the hard work and an ability to handle complexity).

Have you tried to work with a “high level strategy” to get into the detail of exactly what needs to be done to implement a strategy and then backed off because it became overwhelmingly complicated?

Have you been completely overwhelmed by huge amounts of data and information coming in from many sources in dozens of different formats and magnitudes?

How can we possibly communicate effectively if we use all these typical “strategy” words?

Projects, outputs, results, outcomes, themes, topics, high-level, low-level, generic, specific, measures, targets, missions, visions, schemes, cross-cutting themes, strategies, plans, platforms, collaboration, cooperation, competition, goals, objectives, frameworks, aspirations, values, structures, KPIs, performance indicators, tasks, accountabilities, responsibilities, tactics, strands, action plans, criteria, parameters, directions, issues, factors, priorities, principles, benefits, impacts, purpose, roles, capacity, capabilities, responsibility, expertise, resources, constraints, opportunities, boundaries, requirements, drivers for change, forecasts, data, information, knowledge, wisdom …… and… maybe one day…. implementation….

It’s even worse than merely this plethora of words… 

There is little consensus on the meanings of these words.  

Ask any group of people what the word “outcomes” means and you’ll get many different answers.  Surely the primary reason for creating strategies is to guide the creation of outcomes – yet if people aren’t in agreement about what an outcome is, how can strategies be effective?

Try finding a common understanding of “frameworks, structures, outputs, tactics, strategies…”  

If we’re going to work collaboratively then we have to all speak the same language.

This applies to the language of strategies and plans.

Our solution was to identify:


[image: image2]
We created it - it’s called PRUB.

Explaining PRUB: the simplest strategy building block

So what is PRUB?

PRUB is an acronym for the language that simplifies the complexity of strategic planning.  PRUB has its own, rigorous vocabulary, grammar and rules.

Starting with the fundamental concept:

PRUB = Organisations run Projects that produce Results that communities/citizens Use to create Benefits for themselves.
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Diagram 1: The core PRUB strategy building block.  

Projects:  Organisations run Projects such as building a new local market, developing a communications campaign, developing health services, planting flaxes and trees around a wetland or building an irrigation scheme and filling it with water.

Results:  Organisations produce Results from these Projects such as a new local market, a communication campaign, a new health service, a restored wetland, or water being available to farmers.

Uses:  The community Uses these Results, e.g. by purchasing produce from a local market, reading the information from a communications campaign, receiving service at a hospital, people enjoying studying flora and fauna in the wetland, or farmers using water for irrigation.

Benefits:  The community creates Benefits from their use of the things that organisations produce, such as healthier citizens due to eating healthier local produce, more engaged citizens, healthier citizens as a result of receiving more effective medical care, people having a sense of oneness with nature through their experiences in the wetlands, or farms being sustainably profitable. 
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Any less information than that encapsulated in PRUB is insufficient for effective strategy development and implementation.

PRUB is the absolute minimum set of strategic information.

All other strategic information contributes to PRUB – but PRUB itself ​is ‘the strategy”.  

Here is a couple of very simple example PRUBs for single Projects:

       Projects
               Results

           Uses
              Benefits
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Diagram 2:  Simple example PRUBs for two Projects.


PRUB is fundamental to the OpenStrategies system (see below).

PRUB is the core strategy building block.

Using PRUB it’s possible to create strategies for everything from single projects right up to multi-level, multi-stakeholder, multi-theme OpenStrategies.

A Strategy based on PRUB-Strategic-Thinking (eg an OpenStrategy) will be concise, clear and implementable.  

Even so, we’re sometimes challenged by people who say:

· “PRUB and OpenStrategy are too complex” 

· “PRUB and OpenStrategy are too simplistic”.

You might like to ponder on the above two statements and to keep the following statements and questions in the back of your mind:

1. PRUB is the smallest amount of strategic information that has the highest value to the most people

2. if PRUB is too complex, which bits would you like to leave out?

3. if PRUB is too simplistic, which other pieces of information would you like to add and which are as important as Projects, Results, Uses, Benefits and supporting OpenStrategy concepts of “Links” and “Evidence?”

4. so if you want a succinct, implementable strategy (where, by “implementable”, we mean the full sequence from Projects through to Benefits”) then use PRUB/OpenStrategy:
a. anything simpler will be too vague to implement

b. anything more complex will be… more complex

For detailed information on OpenStrategies please contact

	New Zealand and Australia
Dr Phil Driver

CEO, OpenStrategies Ltd

phil@openstrategies.com
ph 
+64 (0)3 337 6641

mobile +64 (0)21 0236 5861

http://openstrategies.com 

	UK and Europe
Dr Paddy Austin

CEO, OpenStrategies (UK) Ltd

paddy@openstrategies.com
Ph +44 (0)1865 321 032

Mobile +44 (0) 7594 087 702

http://openstrategies.com 


The smallest amount of strategic information….


…that has the highest value…


… to the most people








Using PRUB produces 


the smallest amount of strategic information 


that has the highest value to the most people





Every strategic idea can be described using PRUB 


either as a single P-R-U-B or as 


combinations of multiple Ps Rs Us and Bs.  








Create new health service





Citizens attend hospital to receive better health services





Healthier citizens





A new health service is available





Build a sheltered, safe cycleway from a housing estate to a school





Children ride to school and home on the cycleway





Children are safe when travelling





A sheltered, safe cycleway from a housing estate to a school





PRUB is the absolute minimalist set of strategic information.  It is the core strategy building block.
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