The Strategic Intent 
 Understanding SI is the key to successful country-led monitoring and evaluation 
by Jean Serge Quesnel

Understanding the strategic intent is an essential requisite for any relevant and efficient country-led monitoring and evaluation (M&E).  The strategic intent makes explicit the aim of the developmental intervention being pursued and provides coherence to country efforts and external support. It fosters greater effectiveness of the scenario being implemented and facilitates the measurement of achievements.  Academic literature tends to present the strategic intent using a monolithic view. This article will present a generic definition and illustrate various applications of the strategic intent at different levels of management, using different results-based paradigms. This article will then conclude that country-based M&E systems need to start with an explicit enunciation of the strategic intents.
What Strategic Intent is not
In 2000, when I had just joined UNICEF, I made a presentation on the vision that I had for use of evaluation in UNICEF and the United Nations. During the presentation, I kept referring to RBM (results-based management). After the presentation a few colleagues told me that they did not understand why I kept referring to roll-back malaria. The same anecdotal situation repeated itself when in 2003, I asked for greater clarity of the strategic intent of UNICEF interventions.  I was told to use the currently popular generic term result. To no avail, I explained that one uses different terms to express different concepts. Let us review the term result and others like outputs, outcomes, impacts, goals, objectives, mission, vision, and determine that they all fall short from being the expression of a strategic intent.   
The Working Party on Aid Evaluation of the Development Assistance Committee of the Organisation for Economic Cooperation and Development defines Results
 as being the “output, outcome or impact (intended or unintended, positive and/or negative) of a development intervention”. This is a widely referred to definition which is based on the logical framework analysis approach (LFA) developed by Practical Concepts Inc in 1971. The LFA is a cornerstone tool used to define project expectations. Its modern version has led to the results chain, now being used globally and illustrated as follows:
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In this conceptual model, inputs of resources and efforts yield targeted outputs that are results normally under the full control of the manager of the intervention. The outputs in their turn generate intermediate results (outcomes), some under direct control and others under indirect influence. These outcomes, conditional to critical assumptions, are expected to provide the final outcomes of the intervention which are the desired impacts. 
The main criticism of the results chain conceptual model is that it is simplistic, linear and does not reflect the reality of multivariate factors at play.  It responds to a supply-driven propulsion, assuming that access to resources (inputs) will suffice to provoke a causal chain of events. The model does not reflect the complexities of factors at play, or the involvement of many actors who often have different motives. The emphasis is put on the outputs assuming that having achieved the outcomes, the impacts logically will materialise. However useful and relevant impacts may not be sufficient to fulfill the nevralgic
 attraction of a strategic intent.
In the LFA, outcomes may be the goals of the intervention. The goals state what is to be achieved and when. They are the immediate results expected once the intervention has been implemented. They give a description of the expected situation upon completion of the implementation of the intervention. They also provide evidence to fund-providers that value-for-money is gained in the short run.  Strategic intent is at a different level from goals; it is super ordinate to them.
The LFA is an institutionalised expression of the popular management approach called MBO -Management by Objectives. Paul Mali
 describes MBO as a strategy whose basic idea is the setting and pursuit of attainable objectives.  MBO is a practical way to facilitate a cascading down planning for results by management members. It enables organisational alignment and discipline around strategic goals and it fosters bottom-up initiatives. When all levels of management participate in a strategy, a system emerges in which key individuals are coordinated to move in a given direction. Objectives tend to be improvements a manager wishes to initiate in his/her area of responsibilities.  Once missions and goals are established by an organisation, a superior and a subordinate at the beginning of a time period, participate mutually in setting and agreeing on performance objectives to be completed during the period, as shown by the figure below. The mutual setting of objectives starts at the top of the organisation and continues down to the lower levels of management. Each objective is supported with an action plan and implementation schedule. At the end of the time period, superior and subordinate mutually evaluate actual results and proceed to set objectives for the next cycle. Application of MBO is almost universal in the organisation since all tasks, activities, projects and programmes from the simplest to the more complex must have an objective.
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Some of the disadvantages of MBO are: 
a) MBO requires many planning cycles, often with several iterations between levels of management; 
b) Pursuit of objectives is often disrupted by unforeseen circumstances; 
c) MBO tends to be closed to new opportunities within the implementation period because changes may overshadow stated and agreed objectives; 
d) It also tends to focus on quantifiable objectives, ignoring important non-quantifiable;

e) After a while, MBO tends to be applied mechanically and objectives loosen because, all concerned do not share the same sense of drive and commitment as expected when pursuing a strategic intent.
Long term objectives are frequently known as the mission statement which defines the purpose of the organisation. George Odiorne
 says the mission describes the condition that will exist if one succeeds. It answers the question what are we in business for. The mission may define the client, the product/ service and the expected quality. It defines these as indicators by which decisions may be taken and resource allocation chosen. These indicators are criteria around which all subsequent actions of the organisation and its managers may be judged to have succeeded or failed. In defining the mission, one identifies at the same moment any gaps that might exist between the mission and the actual conditions both internal and external to the organisation. Optimisation of the mission is sought with the use of management techniques such as cost-effectiveness studies, profit planning for the private sector and zero-based budgeting for the non-profit sectors.
Goals as subordinates of the mission are the basis for keeping the organisation on course, identifying strengths and weaknesses, allocating resources most effectively, isolating alternatives courses of action, providing decision rules for operations, appraising new business proposal, identifying and minimizing the impact of external factors in the environment that could affect the mission, developing plans for bad times, and maintaining flexibility in operations without losing sight of the main purpose of the organisation.  The mission is different from the strategic intent because its strategic drivers remain within the organisation whereas the latter aims at making a difference in a reality external to the organisation.
A vision, on the other hand, is defined by Gardner & Avilio
 as a set of desired goals and activities. It has connotations of encouraging strong organisational values in the strategy process. Therefore it is similar to strategic intent in its emotional effects. The vision goes beyond mere planning and strategy by challenging organisational members to go beyond the status quo. It offers long term direction. Mantere & Sillince
 wrote that the difference between visions and strategic intents is the degree of collectivism, as many ascribe a strategic intent as a phenomenon diffused at multiple organisational levels while a vision is more clearly a top management leadership tool, often accredited to a single visionary leader.
Acceptance of a future vision, entailing a new set of beliefs about the identity and capability of the organisation, unleashes the creative thinking necessary to invent ways of achieving the strategic intent. Peter Senge
 wrote that there are only two possible ways for creative tension to resolve itself: pull current reality toward the vision or pull the vision toward reality. Which occurs will depend on whether one holds steady to the vision.
What Strategic Intent is 
In 1989, Gary Hamel and C.K. Prahalad
 made known the expression strategic intent when they published an article of the same name in the Harvard Business Review. They argued that in order to achieve success, a company must reconcile its end to its means through strategic intent. In their  book “Competing for the future “ they define strategic intent “ as an ambitious and compelling…dream that energizes…that provides the emotional and intellectual energy for the journey… to the future.” Hamel and Prahalad
 provide three attributes for the strategic intent:
Sense of direction: Strategic intent implies a particular point of view about the long term market or competitive position that a firm hopes to build over the coming decade or so. It is a view of the future - conveying a unifying and personalized sense of direction.

Sense of discovery: Strategic intent is differentiated. It implies a competitively unique point of view about the future. It holds out to employees the promise of exploring new competitive territory.

Sense of destiny: Strategic intent has an emotional dimension. It is a goal that employees perceive as inherently worthwhile.
A typical strategic intent process starts with the three attributes. The leader sets challenges and communicates them to the entire workforce. The challenges are a means to get into the strategic intent. A key dimension is the realisation that the strategic intent involves everyone.  In order to set the right challenges that will yield the strategic intent, it is important to have an insightful and incisive perception of the problem to be addressed and its root causes. One has to be able to identify the key factors that will have a nevralgic effect.  The following chart
 illustrates graphically the steps required to identify, set implement and assess the achievement of a strategic intent.
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Basic steps to identify, enunciate and implement a Strategic Intent


When Charles Smith
 teased out the essence of the strategic intent, he referred to the Merlin Factor. Merlin the Magician was King Arthur’s mentor. He had the ability to know the future because “he was born on the other end of time and had to live backward from in front, while surrounded by people living forward from behind...” 
  The Merlin Factor is the ability to see the potential of the present from the point of view of the future. It enables a “future-first” perspective adopted by leadership that successfully instils strategic intent in their organisation. Charles Smith explains that the characteristics of the Merlin Factor expressed in leadership are what makes the difference in organisational change. The process is one in which leadership teams transform themselves and the culture of their organisation through creative commitment to a radically different future. 
Leading from the premise of a strategic intent requires one to think and plan backwards from that envisioned future in order to take effective action in the present. Leaders who employ the Merlin Factor are engaged in a continual process of revealing the desired future in the competitive opportunities of the present. In this sense a leader works rather like the sculptor who, when asked to explain how he had turned a featureless block of marble into a wildlife tableau, replied: “I just chipped off all the parts that didn’t look like an elephant.”
Merlin leadership starts with personal vision of the organization’s future which confronts the shared reality of its existing culture. As other members of the organization make their own commitments to this vision it becomes a strategic intent. In many cases, commitment to the strategic intent preceded the development of the requisite methods for accomplishing it. Managerial ‘Merlins’ play a critical role in this process by consistently representing the strategic intent in an ongoing dialogue with the existing organizational culture. The leader is an ‘attractor’ in the field of creative tension between the entrenched culture and the new strategic vision.
Strategic Intent obviously implies intentionality. John Searle
 says that “intentionality is that property of many mental states and events by which they are directed at or about or of object or states of affairs in the world.”  Intent is a psychological concept which is possessed by a conscious actor. Mantere & Sillince
 say that organizations are not conscious and cannot possess intent in a strict sense, i.e., organizational intent needs to be possessed by some or all of its members. Organizations are often pluralistic and fragmented, which underlines the necessity to be explicit regarding subjectivity when addressing mental phenomena on the organizational level of analysis. Key to making sense of collective intentionality is the question of what is meant by the pronoun ‘we’. Authors on strategic intent seem to be in disagreement over whether the “we” of the strategic intent is the top management team, whether the “we” is more plural and diffused. The literature appears to miss an important issue: the possibility that the same intent(s) may exist in different variations within the organisation. The literature also misses a potentially important role for organisational strategic intent: the building of coherence between multiple intents. Everett Rogers
 wrote: “Strategic intent, when communicated to an organisation, is reinvented as multiple intents as it is diffused among lower level managers and operative employees.”  
The Merlin factor enables a clear strategic intent. One starts by looking at the endgame –where one wants to go. This is not just talking about SMART goals. It’s about what kind of legacy that the organisation wants to build, in its community and its professional environment. By starting at the end, one can crystallize organisational and personal dreams and together identify strategic thrusts, long term milestones and actionable steps to reach them. One has to step back at critical junctures to make certain that present endeavours are aligned with the long-term objectives. The plan of the strategic intent becomes the guideline for how efforts get aligned, results get assessed and value is generated in a synergetic fashion. 
Vadim Kotelnikov
 puts it this way. “The strategic focus is the starting point for developing a statement of strategic intent. A statement of strategy must become then a statement of design through which the principles, processes and practices of an organisation are developed. These statements must represent the whole as seen from any location in the organisation.”  Strategic intent is a high-level statement of the means by which the organization will achieve its vision. It is a core component of a dynamic strategy. Hamel and Prahalad
 say that the strategic intent cannot be planned all in advance.  It must evolve on the basis of experience during its implementation. As Melissa Kelly-McCabe
 writes: “Imagine the power of people working together toward a common aim, uncovering possibilities and leveraging strengths.”
In his article What Really Matters, Andrew Spany 
provides eight principles that enlighten the business process of the strategic intent. They are:
The first essential principle is to look at the organisation from the outside-in, from the

customer’s perspective, as well as the inside-out’.

The second principle states that the organisation’s strategy needs to be tightly integrated with business process management.
The third principle is to articulate the organisation’s strategy in such a way that it inspires, from

the boardroom to the lunchroom, and remains front and center throughout the year.

The fourth principle is the launching pad for organizational alignment. It states that action

needs to be taken to assure that the organization’s core business processes are designed to

deliver on its strategic goals.

The fifth principle says that the organization design must enable business process execution. 
In this context, organization design is defined as the composite of structure, measures and rewards.

The sixth key principle addresses the need to assess and deploy enabling technology

based on the value added through enhanced business process performance.

The seventh principle states that it’s essential to hard wire the enterprise-wide

performance measurement system to budgets and operating reviews.

The final principle is sustained focus and alignment.
According to Andrew Spany, old solutions don’t work anymore; the time for functional thinking, with all of its attendant weaknesses, is past. The organizational capability approach offers a contemporary, engaging, and action-oriented approach. Achieving superior, sustainable performance isn’t easy in the best of times, and the current business environment makes it that much more difficult. Strategic focus, organizational alignment, and operating discipline will appeal to those leaders who are passionate about winning, challenging them to think systematically as well as systemically. Spany
  also quotes Miyamoto Musashi, a Sumurai warrior as having said: “In Strategy, it is important to see distant things as if they are close and to take a distanced view of close things.”
Frank Greif
 believes “…that organisations are more successful when they take the time to create a clear sense of purpose. The strategic intent is defined as a compelling statement about what you are doing and where you are going. It’s really more than a statement: it becomes a core element in the motivational DNA of the organisation. Yet Strategic Intent is not enough by itself. To succeed in today’s rapidly changing and multidimensional reality each of us must learn to communicate in ways that are deliberate, challenging and inclusive. We have to talk to each other and listen to each other with clarity, honesty and integrity. For leaders, there are no more important skills than developing and communicating purpose, passion and commitment.”  Pamela Lovell and Julie Kelly
 wrote: “Intentional leadership aims to address the fragmentation that many people experience and move toward wholeness so that you can give your best to each interaction.”
Robert Barthelemy
 said: “When I think of the NASP and the fact of transformation of airplane to spaceplane, to me that’s kind of like the Holy Grail, in the technology world. I think that conjures up images of alchemy, or magic. If you look at when magic occurs in the mythologies, it’s always because there’s a quest in progress that forces magic to occur. No quest, no magic.”

Charles Smith clarifies Barthelemy’s statement writing:

 “In the quest to achieve your organization’s strategic intent, the destination is

fixed but the path is opportunistic. Unpredictable things happen on quests. 
Helpers, hindrances and tests of resolve appear unexpectedly, as if by magic.

To lead through the Merlin Factor one must be a master of change, sensitive

to the interaction of long range strategy and emergent circumstance. You will

want to be armed with the normal range of business disciplines as you pursue

your strategic quest, but remain alert for irregularities, exceptions and other interruptions

in your plans. They may conceal the one thing you never realized you

would need in order to achieve your goal. That’s where the magic of strategic

intent lurks: in the possibilities you couldn’t have foreseen when you made your

initial commitment. Merlin-like leaders cultivate a mental state of search rather

than certainty. If you refuse to be seduced by the understandable desire to feel in

control at all times, serendipity will often assist you on your way. But you have to

be looking for the magic of unanticipated opportunity before you can recognize it.”

Saku Mantere and John Sillince
 summarised well the definition of strategic intent. They say that “Strategic Intent is a set of social constructions, governing future-oriented behaviour, which is (1) super ordinate to a goal; (2) long term or very long term; (3) uncertain in its achievability; (4) linked to core competences; (5) of high significance; (6) prospective; (7) inspirational; (8) directional; (9) integrative; and (10) a process.”
Strategic intent pursued at different levels of management

In management literature the propensity is to view the strategic intent as a beacon that is set and comes from the senior management. The strategic governance of the organisation focuses on a clear enunciation of the key strategic deliverables. It is much a supply-driven endeavour with controls resting on the side of those who propose initiatives. The hierarchy under the strategic intent trickles down to the working levels. 
For illustrative purpose, the hierarchy of the strategic intent at Cobleskill – State University of New York
  is projected as follows on its website:
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At the top of the hierarchy is the organization’s Vision and Mission, both of which are long-lasting and motivating. At the bottom of the hierarchy are the projects and short-term tactics that faculty and staff members use to achieve the Mission.

Anyone inquiring as to why a SUNY Cobleskill representative is acting in some way should be able to look up the hierarchy to find the reasoning. If seeking to determine how SUNY Cobleskill will accomplish something, one should be able to look down the hierarchy.
Another exemplary enunciation of this approach may be found in the document called Strategic Intent published by the Central Intelligence Agency of the Government of the United Stated of America
.  The ALNAP Strategy 2008-2013 is also a good reference.

In most complex organisations that have a decentralised governance system, one does not find the same monolithic management approach, as described above.  In global multi-dimensional international organisations such as UNICEF, there are distinct levels of management. These levels respond to different levels of risk appetite and forms of participatory management. From risk adverse management frameworks to bold approaches to experimentation, one may identify five levels of management. At each level, versions of the strategic intent approach are implemented  with different execution paradigm. Members of a multinational organisation are not likely to formulate a very deep understanding on the whole organisation role set. Indeed, studies
 of larger and more pluralistic organisational context portray strategic intent as a distributed, fragmented and contested concept.
In order to find a common denominator that will enable alignment and connectedness of the various levels of management the following management framework is useful. Here are its components:
a) It starts with the enunciation of a SMART
 strategic intent. 
b) Then it draws the management process supporting the achievement of the strategic intent. To do so, it uses the classic management process of planning, programming, implementing, controlling and evaluating.


c) After it takes into consideration the actors involved, their roles and their accountabilities.
d) Finally it considers the use and optimisation of resources necessary to achieve the strategic intent. 
Graphically it can be summarised as follows.
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Using this management framework as the common denominator, one may view its application at five levels of management within multilateral complex organisation, as illustrated below.
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This management framework illustrates that the governing body of an organisation sets the overall strategic intent which is implemented by means of various strategies defined by senior management. The strategic intents of the organisation’s strategies are implemented by programmes.  The strategic intents of the programmes are in turn implemented by projects and activities. The project objectives (“strategic intents”) are achieved by the execution of orchestrated tasks.
If we look from end of the hierarchy, at the bottom we see the tasks level. There, the purpose (“strategic intent”) is well defined and the procedure aims at optimising the efficiency of the delivery of that intent.  At the top of the hierarchy we see the policies level. There, the challenge is to define the strategic intents in a SMART fashion, enabling concerned actors to implement scenarios with flexibility adapting them in light of opportunities and hindrances. The tasks and projects levels usually adopt a closed system approach. The policies and strategies levels require an open system approach because too many factors escape the immediate control of stakeholders. Usually, at the programmes level, a semi-structured approach is followed, defining basic parameters yet enabling different implementation scripts depending on internal and external factors at play.
Management paradigms at each level are different. At the tasks level, the procedure dictates the way the “strategic intent” is reached. The highly structured approach is heavily anchored in ways and motions and systematic processing, leaving little space for adjusting the scope of the intent. At the project level, task sequencing is plotted for the optimal use of resources aiming at delivery within the shortest time period and at least cost. The “critical path” serves a roadmap for the implementation of the optimum scenario maximising value-for-money and risk minimisation. The management emphasis at these two lower levels is on the delivery process. Because planning is done within a closed system approach, one assumes that the “strategic intents” will be achieved if the implementation processes are correctly executed. 
At the programmes level the “strategic intent” aims at creating an intended change from a situation “1” to a situation ”n” . The achievement of the strategic intent implies a collaborative understanding among stakeholders. The underpinnings of the strategic intent structurally rest on a logic model, explicit or implicit, that involves factors causally affecting each other. The optimum programme design entails the identification of the key factors that have synergetic influence on the systemic configuration of the logic model, and address the root causes of the problematic being resolved. Acting on key factors that make a systemic difference, programme actors collaborate and progress toward the achievement of the strategic intent of the situation “n” desired.

In the organisational universe, at the strategies level, the “strategic intent” usually adopts a symmetrical form akin to institutional performance. In academia, it is at this level that the expression “strategic intent” was coined. As stated above, strategic intent implies the alignment of the vision, mission, core values, due consideration of the strategic environment, and response to stakeholders’ expectations, all translated into SMART organisational goals, calibrated in organisational plans aiming at the optimum use of resources and influence leveraging by means of strategic alliances and partnerships.
At the policies level, one expects sagacity, prudence, practical wisdom and shrewdness, consensus building and expediency. The statement
 “Policy demands occasional compromise” infers the need to have broad-minded and open-system approaches. Stakeholders have their own universes of interest. To create a commonly understood and binding policy implies the overlap of these universes and find the largest “consensus space of agreement” if the policy is to be sustainable and adhered to. Policies are the expression of definite courses of action adopted and pursued by governing bodies and administrations, whether public, non-governmental and private. Policies express “strategic intents” aiming at achieving a common good and improved situation for stakeholders. Noteworthy are the Millennium Declaration and the MDGs which are milestones for mankind. They are bold, inspirational, measurable strategic intents expressing wellbeing targets articulated for the first time at a global level with commitment from all nations. Quite an impressive achievement in themselves!   
Strategic Intent is foundational to country-led monitoring and evaluation
A strategy is an alternative chosen to make happen a desired future, such as achievement of a goal or solution to a problem. Management is the organization and coordination of the activities of an enterprise in accordance with certain policies and in achievement of clearly defined objectives. Monitoring is supervising activities in progress to ensure they are on-course and on schedule in meeting the objectives and performance targets. Evaluation is rigorous analysis of completed or ongoing activities to determine the extent to which intended and unintended results are being achieved.  Evaluation supports evidence-based decision making and management accountability examining rationale, relevancy, effectiveness, efficiency, coherence, sustainability and connectedness. These definitions
  point toward the evidence that all starts with a clear enunciation of the strategic intent.
The first requirement of the soundness of any country-led monitoring and evaluation system is its alignment with the strategic intent of the intervention
. A requisite for any relevant statement of strategic intent is the evidence of a sound diagnosis of the existing situation and identification of the key factors at play and SMART articulation of the intended changes sought.  A proper monitoring framework will translate the strategic intent with its implementation goals into a coherent set of performance measures covering both the internal logic and the externalities of the systemic approach pursued. 
The main challenge of any country-led monitoring system is be simple and manageable. The current propensity is the facile approach of identifying many performance indicators, too many of them. This leads to confusion concerning what is important and even the possible erroneous belief that the achievement of indicators leads to the fulfilment of the strategic intent.  A strategic intent implies substantive thinking about what and how it is to be achieved. Ideally the scope of a monitoring system ought to be reduced to cover only the essential factors affecting the successful and effective implementation of the process that will yield the strategic intent of the intervention. 
Monitoring systems often are too complex because many development actors are involved in the achievement of a strategic intent of an intervention. They often reflect the pressures from development actors to trace their respective attribution or contribution. This leads to an aggregation of indicators having to be tracked and reported on, instead of providing a systematic and systemic reporting system. A country-led monitoring system should start from a sound diagnosis of the initial situation and track performance indicators that measure change viewed from a wholesome national perspective. The purpose of a country-led M&E system is to assess the extent to which there is evidence of a change of situation or behaviour. The focus is on the outcomes and impacts and processes producing them. Traditional externally supply-driven monitoring systems focus more on the outputs and attribution of particular funding sources. The new paradigm shift requires monitoring and evaluation systems to pass the fulcrum from the supply to the demand side.  From a country perspective, one should be able to understand the strategic intents of the interventions together with their performance scorecards
 enabling easy tracking of progress and providing evidence for evaluation.
There is also a need of a paradigm shift concerning evaluation. A country-led evaluation system will first address the strategic intent of intervention, their rationale and relevance to improving the common good in conformity with national values and objectives.  Country-led evaluation will look at external support as a contribution to national capacity strengthening. Evaluation will serve the purpose of assessing positive and negative effects and support rational decision-making. It will emphasize the complementarities of stakeholders’ actions rather than crediting singular contributors.  Evaluation will provide evidence to exercise an overall judgement of the worthiness of interventions and if possible, their opportunity costs.
Conclusion
The strategic intent implies an anticipated result that guides the planned actions. It requires concentration, commitment and stamina to see it through. It’s all about thinking, living and acting intentionally. Intention and attention are inextricably linked. Clarifying the strategic intent focuses attention on what really matters to you. Desired changes begin at this point. Managing change is key to success, adapting to externalities and appropriating opportunities to propel forth the strategic scenario maximising achievement and minimising efforts.
In reading many academic writings, it has become clear that even scholars have difficulty in capturing in words the fullness of the concepts of strategic intent and what happens in real life.  At the risk of being as guilty of the same oversimplifications, I dare summarise by saying that the driver steps
 of successful achievement of strategic intents are:
1. Translate the strategic intent  into SMART strategies;
2. Align the strategic drivers of the operational  plans with the strategic intent;
3. Simply the monitoring system to the track only the nevralgic factors;
4. Make sure that the achievement of the strategic intent mobilises everyone;
5. Make the realisation of the strategic intent an unfolding continual process;
6. Build on opportunities and promote change through leadership;
7. When facing uncertainties, evaluate and learn-by-doing,  and most of all

8. Believe and live the strategic intent.


An effective monitoring system for assessing the achievement of the strategic intent will entail these essential features:

a) The intentionality of tracking strategic results;

b) The systematic translation of the strategic intent and its delivery process into key performance indictators;

c) A discernment for the nevralgic factors that influence systemically the logic model of the intervention;

d) Data collection and metrics of the performance of those key indicators.

An evaluation system focussed on the strategic intent will enable a judgement on the intended and unintended, positive and negative effects of the results achieved.  Its prime contribution is to provide feedback and learning about the rationale, relevancy and effectiveness. It will avoid being blurred by detailed process considerations. Such an evaluation system views the intervention from a Merlin perspective and starts with the end-result as the starting point. 
Hamel & Prahalad wrote
: “If the strategic architecture is the brain, the strategic intent is the heart. It should convey a sense of stretch – current resources and capabilities are not sufficient for the task.”  Like the old sayings: “When there’s a will, there is way.” and “Nothing is difficult if you love what you do.”  In other words, the strategic drivers are purpose and passion.

When you are clear about the way to be, and living in tune with your intentions, not only will your leadership be better, but you will experience a greater sense of wellbeing. 
 In the context of a country-led monitoring and evaluation system, it helps to adopt an indigenous perspective of reality when assessing the nevralgic effects of external support to development.
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