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D I S C U S S I O N  G U I D E  O N  S T R A T E G Y  

PURPOSE OF TODAY'S SESSION 

We have two main t a sks  t o  accomplish today. 

F i r s t l y ,  we have t o  agree  on a d e f i n i t i o n  of s t r a t e g y ,  and d i s t r n g u i s h  
r t  from p o l i c i e s  and p l ans  of a c t l o n .  

And secondly, we have t o  d l s c y s s  what l n d i v l d u a l  c o u n t r i e s  need t o  do 
about s t r a t e g y  i n  t h e  con tex t  of planning f o r  HFA 2000. 

I ln tend t o  make some b r l e f  i n t roduc to ry  remarks, and then  i n v i t e  you t o  
make comnents o r  ask  ques t ions .  Afterwards, we w i l l  d l v i d e  i n t o  groups 
and start the  more d e t a l l e d  discussions. 

I) A DEFINITION OF STRATEGY 

The word s t r a t e g y  comes from t h e  Greek language. The Greek word " s t r a tos l '  
means army, and " s t r a t e g i a "  means management of t he  army. Over t h e  
cen tu r i e s ,  s t r a t e g y  has usua l ly  meant t h e  art of c o n t r o l l i n g  armed f o r c e s  
i n  order  t o  win wars. This  i s  q u i t e  app ropr i a t e  f o r  us. We have a war t o  
wrn over i l l n e s s  and dea th ,  and t h e r r  a l l l e s  whzch inc lude  ignorance and 
waste of resources .  

Nowadays, t h e  term s t r a t e g y  1s used everywhere, n o t  only  by t h e  m l l l t a r y .  
I n  t he  bus iness  world, we t a l k  about a company's long term market o r  
production strategies. The term 1s even used i n  s p o r t ,  and t h e r e  a r e  books 
on chess and b r ldge  s t r a t e g y .  

I want t o  t r y  t o  combrne popular  understanding of t he  meanlng of s t r a t e g y  
wlth ~ t s  scientific meanlng. The maln elements of both a r e  a s  fol lows:  

- ~t 1s more concerned with gene ra l  i d e a s  on what t o  do, than  wl th  
d e t a l l s .  

- r t  1s more concerned wlth what we wz l l  do over a  long per lod ,  than 
wrth what we mlght do today o r  tomorrow: 

- i t  is  concerned wi th  methods of dolng thrngs,  r a t h e r  than  j u s t  
spec i fy ing  where we want t o  go. 

- l t  i s  concerned wl th  l l s t l n g  a l t e r n a t i v e s ,  and then  analys lng  
them t o  determine whlch 1s b e s t .  

On the  b a s l s  of t he  above, I sugges t  t he  fol lowrng d e f r n l t l o n .  I hope l t  
1s c l e a r  and p rec r se .  

A STRATEGY IS A STATEMENT OF WHERE WE WANT TO GO, AND HOW WE CAN 

BEST ENSURE WE GET THERE. IT EXPLAINS THE GENERAL DIRECTION I N  

WHICH WE SHOULD PROCEED, I N  ORDER TO REACH OUR OBJECTIVES. 



+ STRATEGY COMPARED WITH POLICY 

We agreed yes terday  t h a t  po l l cy  1 s  concerned wl th  s t a t l n g  our commitments 
t o  a t t a l n i n g  o b ~ e c t l v e s .  But we noted t h a t  a  po l l cy  s ta tement  doesn ' t  
desc r lbe  I n  d e t a l l  how we ln tend t o  a t t a r n  those 0bjectlVeS. 

S t r a t egy  fo l lows on logically from po l l cy  s e t t l n g .  H a v ~ n g  s t a t e d  our  
objective, we must now decide  how t o  g e t  t he re .  

AN ANALOGY.TAKING A HOLIDAY TRIP 

A s  an  ~ l l u s t r a t ~ o n ,  suppose we w ~ s h  t o  p l an  a hol lday  journey wl th  
our  famlly 

Then, some p o l ~ c y  s ta tements  mlght lnc lude  t h e  following. 

1. Decisions on t h e  locations of h o l ~ d a y s  w l l l  always be based 
on a consensus, a l l  family members being given a n  equal  say .  

2.  Hollday expenses should never be so  h lgh  a s  t o  r e s u l t  Ln a 
d e f i c i t  i n  t h e  bank account .  

3. S l t e s  s e l e c t e d  f o r  vacations should never be more than 50 
km from t h e  sea.  

Thus, po l l cy  s ta tements  d e f l n e  our o b j e c t l v e s  -- t o  s a t l s f y  a l l  t h e  
fami ly ,  t o  avold excessive e x p e n d ~ t u r e ,  t o  be near  t h e  seas lde ,  and 
so on. And they g l v e  us continual guidance, a s  a  s e t  of r u l e s  whlch 
should be consistently followed. But they a r e  not  concerned wl th  
d e t a ~ l s  a s  t o  how we mlght a t t a l n  our o b j e c t l v e s .  

here  a r e  some s t r a t e g l e s ,  t o  illustrate t h e  difference. 

1 .  Travel  by a l r ,  usrng s p e c l a l  reduced r a t e  advance booklng 
t l c k e t s .  

2.  A l l - lnc lus rve  package t o u r s ,  wl th  s p e c l a l  r a t e s  f o r  f a m r l l e s  

3. Selection of a  l a r g e  hol lday  s i t e ,  because ~t would o f f e r  a  
wider range of a c t l v l t l e s .  

So, s t r a t e g i e s  concern methods of a t t a l n r n g  our o b j e c t l v e s .  Note t h a t  
they desc r lbe  resource  use ,  such a s  a l r  t r a v e l  and package tou r s .  We 
must spec i fy  resources  when we t a l k  about how t o  do something. 

F l n a l l y ,  no te  t h a t  a  set of p o l l c l e s  works toge the r  -- each po l l cy  always 
a p p l l e s ,  and a l l  of t he  p o l l c l e s  should be followed. But s t r a t e g l e s  a r e  
o f t e n  alternatives -- we can a t t a l n  our  o b j e c t l v e s  e l t h e r  by us lng  
s t r a t e g y  X o r  by usrng s t r a t e g y  Y .  We can never f o r g e t  any policy, but  
w e  can sometlmes choose not  t o  use  s t r a t e g y  X and u s e  s t r a t e g y  Y rns tead  

+ STRATEGY COMPARED WITH PLANS OF ACTION 

It was mentioned yes terday  t h a t  p l ans  of a c t l o n  g l v e  s p e c l f l c  d e t a l l s  of 
what 1s t o  be done, and who w l l l  do l t ,  when, and wl th  what resources  A 
s t r a t e g y  does not  con ta ln  such d e t a i l s .  Particularly, a s t r a t e g y  does not  
s t a t e  a  p r e c l s e  timetable, o r  a  p r e c i s e  t a r g e t  a s  t o  how much w l l l  be achleved 
by a c e r t a l n  d a t e  

J u s t  a s  s t r a t e g l e s  fo l low on l o g ~ c a l l y  from p o l l c l e s ,  so p l a n s  of a c t l o n  
fo l low on l o g ~ c a l l y  from s t r a t e g y  selection. We move from t h e  genera l  t o  
t h e  detailed. Plans  of a c t l o n  must con ta ln  t h e  d e t a l l ,  a f t e r  we have s e l e c t e d  
the b e s t  s t r a t e g r e s .  



AN ANALOGY. TAXlNG A HOLIDAY TRIP 

We can contlnue wlth the illustration s ta r ted  on the prevlous page. 

We have seen tha t  pol ic ies  glve a c lea r  indication of the objectives 
of holrday t rave l  m general. They express c m t m e n t s  t o  pr inciples  
which a re  relevant to  many holidays, not only the current one being 
p 1 anned . 
The s t r a t eg i e s  indicate actions we might take i n  order to  apply those 
prrnciples.  They glve a l te rna t ive  ways of ensuring we a t t a l n  our 
objectives.  

Now we must prepare a plan of action, giving precise de t a i l s  of what 
has t o  be done. Our plan would include de t a i l s  of the followlng types. 

- dates of the t r i p  
- prices of t i cke t s  
- who i s  to  t rave l  

- f l i g h t  numbers 
- sources of funds 
- responsibilities of indlvlduals 

- and many more d e t a l l s  concerning who, what, why, when, how, and 
involving what resources. 

+ A CONFUSING ISSUE: POLICIES I N  ONE PLAN CAN BE STRATEGY ISSUES OF A LARGER PLAN 

We have seen tha t  po l ic ies  deal wlth -- comnrtment t o  a t t a in ing  objectives -- guiding pr incrples  -- consistent decisions 
-- creat ion of the r i gh t  attitudes -- and so on. 

We have seen that  strategies concern -- ways of attaining the agreed objectrves -- how t o  get where we want to  go -- general methods, speclfyrng resources 
-- and so on. 

We have seen that  plans of a c t ~ o n  -- glve de t a l l s  on how, who, when, e t c  , 
so the s t r a t eg i e s  w i l l  be implemented. 

The above prlncrples always apply. 

But confusion sometimes a r i s e s  because a par t rcu la r  toplc  ( say, f r ee  health 
servlces ) can sometunes appear In a policy statement, o r  i n  a s t ra tegy 
description, or i n  d e t a l l s  of a plan of action! 

We must remember this :  tha t  i t  1s not the subject which determines whether i t  
1s pollcy or s t ra tegy or  plan of actlon, but the way l t  i s  wri t ten -- the 
context of the subject rtem. 

AN EXAMPLE OF A SUBJECT WHICH CAN BE I N  BOTH POLICY AND STRATEGY STATEMENTS 

Look a t  the followlng dlagram. 

POLICY STATEMENT STRATEGIES 

The government 1s 1 Raise money t o  flnance 
committed t o  f r ee  HS from d l r ec t  taxatron. 
health services 

2. Cut heal th  expendrture 
by reduclng high cost  
services.  

PLAN OF ACTION 

1.1  Draft l eg l s l a t i oa  by 
November: heads of 
departments t o  meet 
i n  ear ly  October, and 
make .. .... .... . . 



The statement about comrmtment to free health care 1s clearly a 
matter of pollcy. And raislng money from direct taxatlon to 
finance free health care is clearly a strategy aimed at attainment 
of the policy's ob ject~ves. 

But suppose we were respons~ble for a national development plan, 
concerning all sectors and not just health. Then, we mlght have 
the following. 

POLICY STATEMENT STRATEGIES PLAN OF ACTION 
................ The government 1s 1. Settlng of a 

committed to equal nat lonal minimum 
r~ghts and wage. 
opportunltres for 2. Prov~s~on of health 2.1 Draft leglslatlon on 
all cltlzens servlces free of ralsing money from 

charge. dlrect taxatlon and 
submit ~t by May to 

So, a subject whlch is a policy matter in a small plan can be a 
strategy In a larger plan. Note that there is no doubt that free 
health care is a strategy rn t h ~ s  second example. We are not committed 
to free health care. it 1s merely one of the possible alternat~ves we 
wlll consider, one of the ways which m~ght be used to attaln the pollcy 
objective of equal rlghts and opportunltles 

For thls reason, pollcles are more llkely to be set at hlgher levels 
of government and organlsatlon, because h~gher levels deal with larger 
plans. Remember, no subject is obvlously a pollcy or obvlously a 
strategy matter It depends on the context; and whether we are 
commlttlng ourselves to lt, or merely considering lt as one posslble 
way of attaining a specified objective. 

SOME DIFFERENT TYPES OF STRATEGIES 

It will be helpful to conslder some of the different types of strategres. 
In order to do this, let us thlnk about a particular policy, and the 
varrous ways Ln whlch lt mrght be implemented. 

THE POLICY. the Mlnistry of Health 1s committed to reduction of 
morbldlty and mortality rates of cholera. 

Many strategies mlght be considered. Here are a few examples. 

STRATEGY 1 spend all ava~lable resources on a natlonwlde 
Lmmunlsation campalgn 

STRATEGY 2 spend all available resources on lmprovlng 
treatment faclllties at all hospitals and clinics 

STRATEGY 3 upgrade treatment facilit~es to an acceptable 
level, and spend the rema~nder of the resources 
on rrmnunlsatlons In areas where cholera 1s 
most common 

STRATEGY 4 spend all available resources on lmprovlng the 
sources of domestlc water 

STRATEGY 5 spend all available resources on a health education 
campalgn, aimed at lnformlng the communrty of the 
epldemlology of cholera and how to avold the rlsk 
of lnfectlon 



The above strategles can be classrfled Into types, uslng the following 
dimensions. 

A: SIMPLE - COMPOUND 
If a strategy only comprlsee one maln type of activity, 1t 
is called a simple strategy. If there are two or more types 
of activltles involved, then it can be called a compound 
strategy. Strateglee 1, 2, 4, and 5 above are simple 
strategres. But number 3 is a compound strategy. 

The parts of a compound strategy are themselves each a simple 
strategy. The compound strategy Involving some upgrading of 
treatment facllltles and some immunisations 1s a combination 
of the two srmple strategies -- treatment and mnunrsation. 

B. SINGLE-PURPOSE -t MULTIPURPOSE 

If a strategy 1s relevant to only one pollcy or ob~ective, 
it 1s called a single-purpose strategy. But ~f it wlll help 
attarnment of two or more policies or objectlves, it can be 
called a multipurpose serategy. 

Strategy number 4 1s clearly adaultlpurpose strategy, because 
improvement of domestic water sources will help attaln many 
more objectlves than merely reductron of cholera lncldence 
rates. 

Do you think that strategy 5 1s multipurpose ? 

C. DIRECT - INDIRECT 
Strategies can also be classlfled according to whether they 
dlrectly help attainment of the objectlve, or whether they 
only affect the objectlve via an Intervening actlvrty or 
process. 

Immunlsatlon directly affects attainment of the objectlve. 
Once people are ~mdunised, nothing else has to happen -- the 
objective wlll definitely be attained, at least In part 

But the health educatlon campalgn 1s an lndlrect strategy. By 
~tself, ~t wlll have no effect on cholera. There are intermediate 
processes, such as attltude and behaviour changes on the part 
of the community which was glven the educatlon. 

Do you thlnk any of the other strategles are lndlrect 7 

+ DEALING WITH STRATEGIES 
When the tlme comes to deal wlth strategles, the planner has several 
Important tasks to perform. Dealing wlth strategles IS, in fact, the 
part of plannlng whlch is most often done badly. We wlll see why this 
is SO ln a moment. 

The maln tasks associated with strategles are as follows. 

STRATEGY IDENTIFICATION 

We want to Implement a pollcy, to attain an objectlve. Our 
flrst task is to thlnk of as many ways as posslble of attalnlng 
the objectlve. Too often, we only thlnk of ways ( strategies ) 
whlch we have used before. We are not suffrcrently lmaglnatrve. 
Techniques llke "brainstorming" can help us. In thls first 
phase, we must try to thlnk up wlld Ideas one of them mlght be 



feas lb le  and effective, and jus t  one new Idea 1s worth the 
e f f o r t .  Thls 1s  the only stage m plannlng where there a re  
opportunltles t o  think up innovations, and we must not waste 
the chance. 

STRATEGY FORMULATION 

In  the f ~ r s t  phase, we think up many ideas. I n  t h l s  second 
phase, we have t o  describe these s t r a t eg i e s  i n  some d e t a l l  -- 
t o  describe what the ideas mean i n  p rac t ica l  t e r m .  We write 
descriptions of each strategy: a t  l e a s t  a page or  two on why 
we think it i s  a good s t ra tegy,  how i t  would be l ike ly  to 
help attalnrnent of the objective,  a general descr ipt ion of how 
the s t ra tegy might be carr ied out ,  and so on. 

STRATEGY ANALYSIS 

We must now decide which of the s t ra teg lee  a re  best .  from 
among the a l te rna t ives  we have formulated. 

There a re  several  kinds of analyt ical  procedures. 

Study of exis t lng data  from our health information 
syscem -- mortly, routine data.  

Li terature  searches, t o  f lnd out what other people 
know about the merlts of a l t e rna t ive  s t ra tegres .  

Field or  laboratory experiments, where we t e s t  out 
each alternative stra tegy and see how i t  works. 

Mathematical modellrng and scientific analyses on 
paper ( as  opposed t o  physical modelling ) .  

Developmental research, which means introducing the 
s t ra tegy on a small scale ,  but permanently ( ra ther  
than rn an experiment where the s t ra tegy 1s usually 
withdrawn a t  the end of the t r i a l  ). 

DECISION MAKING 

On the basis  of the analyt ical  reports ,  declslons must be 
taken. We must declde whlch s t r a t eg i e s  w i l l  be used. We 
wr l l  usually s e l ec t  not j u s t  one s t ra tegy,  but a comblnatlon 
of several  -- of ten  cal led the s t ra tegy mix. 

The decisions on s t r a t eg l e s  a re  of great  Importance, so the 
analyt ical  reports must be understandable to  d e c ~ s l o n  makers, 
as well as  belng scientifically sound. 

I sald above that  we would look a t  the reasons why s t r a t eg l e s  a r e  often 
deal t  wlth badly. I suggest the  following reasons. You may want t o  add 
others.  

We need data. but there a r e  few r e l l ab l e  data ,  and they are 
hard t o  co l lec t .  

We must be s c l en t i f l c .  but we a r e  short  of sk i l l ed  and experienced 
management s c l en t r s t s ,  operations research spec ra l i s t s ,  and health 
servlces research spec l a l l s t s .  

Declsron makers don't always t r u s t  science sometimes they prefer  
to  use t he i r  own judgments and experrence. 

Sometimes there a r e  vested In te res t s :  people want t o  strengthen 
t h e l r  own programmes, and t he l r  own f i e l d s  of expertise. 



+ GROUP DISCUSSION TOPICS 
As was the case yesterday, we propose to split Into two groups for 
the purpose of dlscusslng our themes In more detall. Again, we are 
suggesting two toplcs, one for each group, as follows. 

+ + 
GROUP A 

What strategles should be considered by most countries, because 
they are llkely to be particularly useful In the HFA 2000 context ? 

You should use the llst of pollcies from yesterday's 
dlscusslon as a base What strategles mlght be expected 
to be particularly useful in the llght of those pollcies ? 

For example, you mlght have listed thls pollcy on the 
first day governments should be comnitted to involvement 
of the whole community in the planning, implementation. 
and evaluation of health care. 

If you thlnk this policy 1s Important, you should then 
consider ways of implementing lt. You mlght conslder 
strategles lrke these: 

- publlclty campaigns to lnform the comunlty about 
health, and the roles zt can and should play In 
health care. 

- health workers to be recruited from, and be 
asslgned to work In them own comunlties 

- natlonal health adv~sory councll set up, to 
represent whole comunlty, and advlse the Ministry 
of health on needs, inefficiencies, and problems. 

- and so on. 

+ + 
GROUP B 

What changes need to be consldeted in the way strategies are 
~dentrfled, formulated, analysed, and selected 7 In other 
words, what are the current weaknesses in methodology for 
dealing wlth strategles, In the context of HFA 2000 and how 
mght these weaknesses be overcome 7 

The purpose of discussing this topic is to generate Ideas 
on how the process of producing strategles for HFA 2000 
might be improved 

You mlght thlnk there are weaknesses and opportunltles 
for improvement In respect of. 

- selection of staff to be involved ln strategy 
production. 

- the quantrty or quality of research and analysis 
of alternatives 

- methods of generation of new ideas: 
- information consulted In respect of field experience 

In effectivepess of particular strategies. 


