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Discussion Summary: 
A structured look at OM: Strategy Maps 

Link to full discussion online: http://www.outcomemapping.ca/forum/viewtopic.php?t=289
Discussion on the OM Community Map
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Original Email  
Simon Hearn, UK
21st April 2008

Responses were received, with many thanks, from: 

1. Julius Nyangaga, Kenya

2. Sana Gul, Pakistan
3. Ricardo Wilson Grau, Netherlands

4. Enrique Mendizabal, UK
5. Jan Van Ongevalle, Zimbabwe

6. Simon Hearn, UK

7. Martin Bunch, Canada
8. Steff Deprez, Indonesia


Summary of individual responses
1. Julius Nyangaga mentioned that the 2x3 matrix offers one of the most powerful spaces to be creative and innovative in identifying ways of supporting a partner. However, he added that the strategies are actually the activities that a team will carry out. Calling them strategies could be quite confusing when the team has just gone through a strategic planning. It is from a strategy matrix that one is able to populate the Outputs and Activities in a logframe. The matrix is also helpful as a way of thinking of how to support the translation of a project’s outputs to outcomes and from outcomes to impacts. It fills in the gaps between quantifiable deliverables (project outputs) and desired qualitative outcomes and impacts.
2. Sana Gul focuses on some of the practical challenges of identifying and categorising strategies with a team. It is suggested that teams first brainstorm on what could be the best ways of achieving the OC’s, translate this into activities and then to define the strategies behind those activities. After this, strategies are put in the respective sections of the 2x3 matrix and empty sections can be used as a trigger for further identification of new type of strategies.  
3. Ricardo Wilson-Grau suggests that for multi-annual plans strategy maps outline the general approach to influence the boundary partner, i.e. a qualitative description. Strategies for annual plans can be more detailed on what will be done, where, by whom and how much budget is required.  However, in either case, Ricardo concludes that for programmes focusing on social change, it is best to keep the strategy maps general, light and flexible.
4. Enrique Mendizabal states that there is a big gap to jump from progress markers to strategy maps. He finds it very useful to use Force Field Analysis before using strategy maps. Force Field Analysis assists in developing strategies (activities related to a change objective) which can then be mapped in the 2x3 matrix to identify overlapping strategies and check the right balance between individual (I) & environment (E) support strategies as well as between causal, persuasive and supportive strategies.
5. Jan Van Ongevalle experienced that developing strategy maps for each boundary partner can be unpractical especially if the programme has a big number of boundary partners. He used elements of the programme’s logframe to address this challenge.  After the ‘normal’ strategy map exercise, they combined strategies from the multiple boundary partners into one strategy framework aligned with the intermediate result areas of the logframe. It resulted in a smaller list of strategies, dealt with overlap between various activities, avoided fragmentation of the programme and assisted in budget monitoring.    
6. Martin Bunch comments on Field Force Analysis as a very useful way to identify specific relationships to address, but not necessarily to identify strategies to address these relationships. It provides insights into "restraining forces" that might be transformed into "driving forces", not simply dealing with a relationship by removing a barrier.
7. Simon Hearn reinforced a previously mentioned idea that it is a common problem to move from the outcome challenge to the strategy map and that it is often not clear how you narrow down the endless possible activities to a few priority activities that will be the most effective at contributing to the outcome challenge.
8. Steff Deprez experienced that the 2x3 matrix can be a real eye-opener if a programme is stuck in a ‘providing funding & training’-mode. When OM is used for programme design and monitoring, Steff takes an approach whereby the intentional design of the programme (multi-annual) is focusing on the general support strategies while the respective activities are included in the annual operational plans (incl. budget). It implies that the strategy maps are determining the structure of the annual operational plans. 

Remarks and actions to take forward
· Contributors in this discussion highly appreciate the use of the 2x3 strategy map matrix. It is seen as a great tool/approach for analysing existing strategies and the identification of creative & innovative strategies in support of partners. 

· Depending on the context and realities of the programme, people seem to have different perceptions on how detailed the strategies should be formulated. It can range from detailed activities (including information on what is done, where, who and respective budgets) to very general strategies. Over-all, it can be concluded that for multi-annual plans, general strategy maps are recommended while for annual plans more detailed activities are required.
· Contributors seem to be creative in the way they use strategic maps in programme design exercises. Before developing the strategy matrix, people use other approaches such as Force Field Analysis, brainstorm, …  

· Strategy maps seem to have some ‘connecting’ possibilities with the logical framework. Contributors mention the linkage with the activity and output level of the logframe as well as the possibility of aligning strategies with the intermediate results in the logframe. 

· Interesting issues for debate could be:

· Further discussion on strategies vs activities in strategy matrix. How do we define strategies and activities for use in strategy maps?

· How do we best facilitate the step between progress markers to strategy maps? Is it indeed a non-straight forward step? What are practical tools and approaches to be used?
· How do we deal with the monitoring of strategy maps in programmes with a big number of boundary partners? What are the implications of combining strategy maps into one set for all boundary partners?







The strength of the matrix comes at the point when some of the boxes may not have been filled.


Sana Gul, Pakistan








General support strategies are part of the intentional design while


the respective detailed activities are included in the annual operational plans Steff Deprez, Indonesia








Force Field Analysis helps to develop activities related to a change objective 


which can be later mapped into the 2x3 matrix. Enrique Mendizabal, UK








It is often not clear how to narrow down the endless possible activities to a few priority activities that 


will be the most effective.


Simon Hearn, UK








Having a strategy map for each boundary partner can be unpractical when a programme has 


a big number of boundary partners. Jan Van Ongevalle, Zimbabwe








Instead of identifying the strategies for each of the boxes in the matrix, it is more effective 


and useful to brainstorm first on the best ways of supporting our partners.


Sana Gul, Pakistan





For organisations focusing on social change, it is best to 


keep the strategy maps general. It is a qualitative and not a quantitative description of what will be done. Ricardo Wilson-Grau, Netherlands








Using the strategy map matrix can be very useful and a real eye-opener if the programme is


stuck in the ‘providing funds and training’-mode. Steff Deprez, Indonesia








Hi all, 





For the next three weeks we’ll be looking at step 6 of the OM methodology: Strategy Maps (�HYPERLINK http://www.idrc.ca/en/ev-28388-201-1-DO_TOPIC.html#page-61 ��http://www.idrc.ca/en/ev-28388-201-1-DO_TOPIC.html#page-61�). 





So, you_ve identified your boundary partners and formulated your outcome challenges; now you need to figure out how you can contribute to the achievement of these outcomes. The Strategy Map tool was designed to do just this. It helps programmes clarify the approach they will take and is particularly useful for developing a balanced strategy. See the OM manual (�HYPERLINK http://www.idrc.ca/en/ev-28388-201-1-DO_TOPIC.html#page-61 ��http://www.idrc.ca/en/ev-28388-201-1-DO_TOPIC.html#page-61�) for a complete description of this tool. 





On of the most common comments I hear about the strategy map tool is that it doesn’t map strategies at all, but that it is aimed at the level of activities. Does this indicate confusion in how best to use this tool? How have you found it useful in your work? How have you integrated it into your planning process? 





Please feel free to comment on these points, or bring up your own points related to strategy maps. 





Many thanks, 





Simon





The ‘strategies’ in the strategy matrix are actually the activities to be


carried out by the programme team. 


Julius Nyangaga, Kenya





It is from a strategy matrix that one is able to populate the Outputs and 


Activities in a logframe. 


Julius Nyangaga, Kenya











