3 Horizon Strategic Methodology


Strategic Thinking…

making the main things, the main thing

Leadership is a field, territory and landscape simultaneously.  As we stand on the precipe of the future and lift our eyes to look out, we see the high detail of the field before us, the themes and trends of the territory within our scope, and the synergy and enormity of the landscape or vision destination.  This might also be seen as the merging of the past, present, and future, or the merging of a marketplace, a neighbourhood, and a city.  Strategic Thinking as leaders means a commitment to develop our ability to live within these 3 dimensions simultaneously.  Then, as leaders, we must embrace the alchemy of growth only available when we explore and plan across these 3 horizons of strategic thinking and planning.

In fact, the bible encourages us to recognise these three:


The Field
Matthew 9:38  NIV “Send out workers into his harvest field”


The Territory
John 4:34  NIV  “I tell you, open your eyes and look at the fields”


The Landscape
1 Corinthians 4:18 NIV  “So we fix our eye not on what is seen, but on what is unseen.”


Proverbs 14
“The prudent are crowned with knowledge, they give thought to their steps.  Those who plan what is good find love and faithfulness.”


Isaiah 55:9
“As the heavens are higher than the earth.  So are my ways higher than your ways.  My thoughts than your thoughts.”


Hebrews 4:12
“The word of God is living and active… it judges the thoughts and attitudes of the heart.”

God has a purpose for our organisation, and its ministry.  Because of this He has more clarity around the horizon of the landscape and the depth of the territory.  He asks us as leaders to seek to uncover what we don’t know or understand in these three horizons.  Strategic Thinking is about being prepared to explore what we don’t see, know or understand – so that we stretch our mental models to a radar that enables us to take more in, and to connect what our eyes and heart sees to our purpose together.

Growth is a noble pursuit.  It can turn the ordinary into stimulating environments where the sense of purpose is high.  Where there is growth, there is a surge of personal and collective energy.  Growth unleashes benefits beyond the usual scorecard of statistics.  It revitalises an organisation and invigorates the people within, creating energy, a sense of purpose, and the glow of being part of something that is truly “authentically successful”.  Like the alchemy of old, it seeks to transform the everyday into the exalted by means that seem little short of exceptional.

Strong growth is not achieved by bold leaps, although these help.  Nor by big audacious goals only – even though these help to lift people’s eyes above the day to day.  Strong growth is achieved by a series of specific, strategic, intentional and measured steps.  Few of these steps within themselves are dramatic, but when they are linked together as a “staircase” or a “value chain” of sequential growth, the results can be truly extraordinary.

Strategic planning groups play an important role in bringing people to the liminality line of the future, and to support, resource and equip people to cross this line.  As leaders we are required to bring “urgency” to the mission, “purpose” to goals and action steps, “synergy” to people’s contributions, and “energy” to the collective vision.  We are called to maximize our ability to achieve in meaningful and dynamic ways. 

Our call is not to become disoriented by everyday urgents, but to clearly keep our eyes on the strategic intent, or purpose,  of “who we are and want to become” which guides our everyday performance and actions toward this outcome.  As leaders we are commissioned to serve God and His mission with every fibre of our being.  As leaders we are trustees of God’s mission and vision for the organisation, our own lives, and the lives of others.  Knowing who and what we serve is fundamental to growth.  We are called to gather together and march to a mission, to make things happen, but never at the expense of God’s principles and purpose. strategic intention to lead us to the right space for strategic thinking.  Each of these free

Let’s explore the transformative power of the being visionary and working through the alchemy of strategic thinking.
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The above diagram is designed to help you understand what is involved in strategic thinking, and where does the strategic planning piece fit.  Strategic thinking challenges us to move people from the first two orders of change, into the third and fourth orders:


 Order 1
Do things right


 Order 2
Do right things


---------------------------------------------------------


 Order 3
Crystallising purpose


 Order 4
Enhance thinking capacity

Strategic Planning is in part about the first two orders of change.  Identifying the things we need to do right to grow, and then prioritising the right things to be doing.  When we start to strategically think, we are asking people to enter a different thinking space, one which is about challenging and exploring in order to crystallize our purpose more fully.  To engage in healthy dialogue together to bring clarity to this purpose, so that the do things right and do right things will make things happen.  Once you begin to work in the order 3 level, then order 4 begins to emerge.  Each individual involved in the strategic thinking process begins to enhance their capacity to think more fully, more broadly, with more depth, and with greater understanding of what is know and not known.  This is imperative for it enables people to be prepared more fully for the work that will occur at the orders 1 and 2 of change.

Let’s see what these three horizons look like when you place them together.
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What occurs, is our ability to work at all three horizons, to prepare for horizon 3 early enough to be ready for it, to advance and accelerate the work of horizon 1 to impact horizon 2.  The key here is understanding that the staircase of seeding for the future is a value-chain that the organisation takes on.  That it recognises that work in horizon 1 is imperative to work in horizons 2 and 3, and so on.  However, we need to recognise the different types of leadership that is required for such a strategic thinking concept to arise.  The following diagram is a summary of this:
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1.  What is the main thing

It is important to be clear about what constitutes the main thing.  In other words, what are the critical success factors.  These allow us to understand that when we are achieving these we know we are achieving our purpose.  There is usually more than 1 success factor.  The Balanced Scorecard methodology helps an organisation to identify its critical success factors and measures to ensure growth of these factors.   Strategic thinking and planning means we will place weighting on the priorities of each success factor.

2.  Eight degrees of Freedom

As we begin this process, key questions will help us be become more focused on the real thinking behind strategy.  The following eight questions help us begin to define the degrees of freedom we have to operate our strategic thinking within (as leader, as part of a leadership team, as a service/division, as an organisation).

· How can we increase commitment with the same people and the same resourcing levels?

· How can we extend growth within our current core work business and ministry?

· How can we grow by introducing new approaches, programs, services and methods?

· How can we expand through developing new ways of accessing our core business more easily and effectively?

· How and where could we expand into new possibilities (already known, perceived to be possible, emerging already, tried and been successful in other geographies and ministries)?

· How can we grow by changing the way we operate, and through partnerships and alliances with others?

· What opportunities are there outside of our current boundaries and ministries?

· What are others doing, successfully or relatively successfully, that would suit who we are and what we are trying to achieve?

Each of these bring with them greater imperative to be strategic thinkers.  Without effective thinking then planning becomes random and personal preference driven.  Instead, we want to become mission and vision focused, and from this doms are designed to either expand our current thinking or to think anew.  This process of strategic thinking is also called transitive – because it changes not just tangible things, but it is also a change of “state”.

3.  Strategy Terms 

Before we can proceed to understanding the process of strategy development, we need to explore the many elements and stages that make up this process.  The following strategic terms will be essential to this discovery:

	Strategic Term
	Definition

	Mission
	The purpose which we desire to fulfil – it never changes (unless the season or who we are does)

	Foresight
	The ability to see the future in connection with the past and present, and to see the future with a freshness of opportunity and purpose.

	Strategic Thinking
	Ability to think across 3 horizons simulatenously, and to bravely explore the questions that we don’t have answers to.

	Critical Success Factors
	The key focus areas that enables us to measure our success and know what it looks like.

	Vision
	The destination to be achieved (from the mission being fulfilled)

	Conceptualisation
	Ability to see patterns, themes, connections, puzzle, synergy and togetherness in a way that enables a systems thinking to enter the process of understanding

	Balanced Scorecard
	How we will measure our mission and vision (not our strategies) in a way that ensures we have a balanced approach to measuring the things that matter.

	Strategic Outcomes
	The results, markets, impact points of our strategic thinking and planning process.

	Strategic Planning
	Argenti (1990) states..”it is the systematic method of identifying and addressing the half dozen most important things that an organisation must get right if it is to prosper over the next few years”. Argenti, J (1990) The Argenti System of Corporate Planning, Argenti Systems Ltd  A strategic plan is a road map toward the future of an organisation.

	Creativity
	The ability to ideate, to germinate, evolve our thinking and ideas, to formulate creative input.

	Innovation
	To take what is already in place and work in on it to improve it, accelerate it, to move it forward, to advance it.

	Strategic Success
	Progressive realisation of glimpses of the vision being fulfilled to move to another level of thinking and planning towards the mission.

	Strategic Measurement
	The ability to measure tangible and intangible outcomes and impacts.

	Strategic Agility
	Strategic Agility – the ability to transform continuously to meet changing needs and environments, and not become solely reliant on having “the right strategy”, to transform strategy depending on changes in the environment and circumstances.

	Performance 
	A covenant promise an organisation or individual makes to be and do.


When we can get our head around these things, then we begin to understand what is wrong.  The following diagram identifies “states” of an organisation and why it has a gap.  For instance, running out of steam is a high focus on horizon 1, but nothing to draw upon at horizons 2 and 3 levels.  It is important to understand what causes and organisation to stall, and which part of the strategic thinking the organisation is spending time exploring.
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To enhance your understanding some more we have included here an understanding of the different layers of personal thinking that aligns with the organisational strategic thinking.  This will help you see the different layers to the strategic thinking process:

	Analyzers
	take apart + diagnose + put back + control, learn from processes and systems, solve immediate problems, close gaps to grow, focus on using intellectual capital or knowledge management to enhance organizational capacity

	Energizers
	prepared to explore ambiguity, invest in trust to bring more individual capability to the thinking process, build high cooperative energy to draw more innovative thinking into conversations, are prepared to do try-outs, taps into the organizational big-brains, grow motivation to grow spirit capital within the organisation

	Synthesizers
	learn from who we serve/don’t serve, explore what we don’t know, are prepared to be reasonably disturbed by what they uncover in order to move toward greater outcomes, proactive on needs because they are identified early, interpret patterns, themes, trends to foresee the future more clearly, they create a chemistry of the past/present/future and a chemistry of diverse people, gifts and talents working together, and they grow the emotional capital (passion for purpose capital)

	Humanizers
	inspire big purpose and big dreams (are not content with just making it happen – stretch the organisation to be all it can be and do), accelerate wholeness of thinking at both strategy, systems and people levels within the organisation, build social infrastructure/community/body, transform the organisation and its people, they are committed to growing people and advancing mission,  weep for what is unfinished, create urgency of purpose, and a dynamic to achieve beyond what people believed possible, they impact human potential and build strong relationship capital


4.  Having an expansive mindset

Organisational creativity can be a casualty of success.  Especially as a Christian organisation.  Why?  Firstly we must acknowledge that we are a Body first and Organisation second.  This in itself should create a differing mindset within our strategic conversations.  We are called to be kingdom thinkers.   To shape the way people see social justice, equity, evangelism and growth, and how we strategically consider these things together.

This may cause us to look at a broader definition of “who we are” and “our place” in God’s mission.  When we define (constantly) who we are then unexplored opportunities always emerge.  However, we must keep our eyes on not letting diversification mean we loose sight of who we are.  Any redefinition of what we do must be taken with a clear sense of who we are, what we value, what we stand for, and why, knowing our core calling and our primary purpose.

It is very easy to blur uniqueness, create compromises, and ultimately undermine ourselves.  In fact, a growth imperative is hazardous to strategy.  We must first explore our vision, within a thinking framework that enables us to not overlook the past for the future, nor the present for the future.  Past, present and future are at one with each other.  Robert K Greenleaf said “the future is being made now, the future is now.”  He also said that now is a combination of the past, our urgency for the future, and our reality of the current.

5.  Building an effective mental infrastructure

So what impacts the mental infrastructure of others to more favourably bring their input into the strategic process.  Much of this is the state of mind people are in.  The following helps us to see the different states of mind, what level of living this brings, and the performance that is tied.  It is important when strategically thinking to be in the top 3 states of mind, for then we are able to do the thinking required.  This means consciously choosing to move into these states for the purpose of quality strategic thinking personally and together with others.
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