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INTRODUCTION  

 

PREAMBLE  

 

This user guide and software manual is designed to help you to get the best out of the 

ACTIFELD System. It does not replace the companion textbook, Practical Strategy: 

Structured Tools and Techniques, FT/Prentice Hall, 2004, ISBN 0273 68220 2, but it 

does include some new techniques and procedures that have been developed since the 

book was published. It also reflects experience with using successive versions of the 

ACTIFELD Software System.  

 

INSTALLATION AND REMOVAL OF THE ACTIFELD  SYSTEM 

 

Installation 

 

Insert the ACTIFELD disk into the optical drive on your PC and installation proceeds 

automatically, with the usual Windows progress bar. Check the box to accept the 

licence terms, should you wish to do so. If you do not, please return the disk to 

ACTIFELD Software.  

 

At the end of installation, an ACTIFELD icon will appear on your desk top. Clicking 

this creates two fields into which you insert your chosen user name and the serial 

number. All 0s in the serial number are zeros. All characters are entered as capital 

letters. 

 

Removal 

 

ACTIFELD licences can only be used on one PC at any given time. If you want to 

transfer the licence to another machine, you will first have to remove it from its 

current environment. To do this: 

 

 Use CONTROL PANEL/ADD OR REMOVE programs to delete the 

ACTIFELD System. 

 

 In MY COMPUTER drive C:, find PROGRAM FILES and delete the R G 

COYLE and CO folder. 

 

You can then re-install the software as above. 

 

STRUCTURE OF THIS M ANUAL  
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Each section of this manual that describes the ACTIFELD tools is divided into two 

parts: first, what you have to do to apply the ACTIFELD process; and, second, how 

you translate that into the ACTIFELD software system. 
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IMPORTANT NOTE ABOUT VERSION 1.4 

 

Version 1.4 of the ACTIFELD System is fundamentally different from Version 1.1 so 

users of the earlier release should not assume that what they know about Version 1.1 

will still apply to this new version. They should read this manual carefully, just as 

they would for any new software system. 

 

FILE -EDITING WARNING  

 

When the ACTIFELD System works on a project, it automatically creates an Excel 

spreadsheet. Under no circumstances attempt to open or edit that spreadsheet as it is 

very different from the spreadsheet used in Version 1.1. Editing it will unscramble the 

way ACTIFELD works and you will have to uninstall the ACTIFELD software and 

reload it. You may lose existing ACTIFELD projects and you will definitely 

invalidate our email support. 

 

Numerous temporary work files are also created, but do not attempt to edit these as 

they are used by the technical support team to understand any problems which might 

occur. 

 

CONTEXT -SENSITIVE HELP 

 

At any stage of work on a project, clicking HELP on the top toolbar activates context-

sensitive help for that stage. You are strongly advised to use this feature regularly 

until you are completely familiar with the ACTIFELD System. 

 

This button also gives access to this detailed manual and to an introduction to 

ACTIFELD. 
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GENERAL POINTS FOR T HE ACTIFELD SYSTEM  
 

Although the manual follows the steps in the ACTIFELD System, you will need to 

understand some general points that apply to most of the steps.  

 

SAVING YOUR WORK ï READ THIS CAREFULLY  

 

The OK Button 

 

Most screens have an OK button in the bottom right of the screen. Click this to save 

that stage of work to memory . To save from memory to disk within your project use 

FILE/SAVE.  

 

NOTE THAT FILE/SAVE  DOES NOT SAVE ANY WORK DONE 

SINCE THE LAST PRESS OF THE OK BUTTON. 

 

Saving A Project 

 

To save all the work in a project use FILE/SAVE and then FILE/EXIT. 

 

TEXT CONVENTIONS 

 

ACTIFELD keywords (see glossary of keywords at the end of this manual) are printed 

like THIS, whereas Windows commands are printed like THAT. 

 

PRINTING DRAFT OUTPUT 

 

When a project has been started (page 9) the FILE command in the toolbar at the top 

of the screen offers a PRINT option. This produces a menu of all the data that can be 

printed as an ACTIFELD analysis unfolds. Steps not so far completed are in grey but 

you can click on any or all of the others to obtain draft output.  

 

For diagrams, you can print as often as you like while they are being developed. 

 

Full printer support is provided through a print dialogue box. 

 

INSTRUCTIONAL M ESSAGES 

 

Messages telling you what to do appear where necessary. These are in white on a blue 

background at the very bottom of the screen. 

 

ERROR MESSAGES 
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If you break any of the órulesô of the ACTIFELD system, a white message on a red 

background will appear at the bottom of the screen. The system will not proceed until 

you have taken the appropriate corrective action, perhaps using HELP for guidance. 

 

TEXT INPUT 

 

Much of the ACTIFELD system involves text entry into pre-defined boxes or ófieldsô. 

Use the tab key or the mouse to move to the next field, and shift+tab, or the mouse, to 

go back to an earlier field in the current screen if you want to make changes.  

 

SELECTING AND DESELECTING ITEMS 

 

At several stages of ACTIFELD you have to select items from a list. Clicking on the 

item highlights it as having been selected. If you make a mistake or change your 

mind, click again to deselect it. In some places you can select multiple entries. 
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STARTING  AND CLOSING  ACTIFELD  PROJECTS 
 

STARTING A PROJECT 

 

When you start the ACTIFELD System a screen appears showing the licence number. 

Clicking OK produces a screen showing gear wheels from the cover design of the 

companion textbook, and Windows keywords in a toolbar at the top. Click on FILE 

and follow the usual Windows process to start a new project, or to select an existing 

project for further work. A progress bar will then show the creation of a new project 

or the loading of an existing project. You can have as many ACTIFELD projects in 

progress as you wish.  

 

When a new project is created, the first thing that happens is that you have to pose an 

initial strategic question ï see page 12. 

 

When an existing project is loaded, a screen showing the ACTIFELD Project Control 

Centre (APCC) appears. This is a key feature of Version 1.4 and you need to study the 

next section carefully before trying to use the software. 

 

CLOSING A PROJECT 

 

To close a project use the FILE EXIT option in the top toolbar. You can also use the 

X command on the top right of the screen. In both cases you will be asked if you want 

to save your work. 
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THE ACTIFELD PROJECT  CONTROL CENTRE  
 

BASIC IDEAS 

 

The ACTIFELD Project Control Centre (APCC) is the fundamental difference 

between ACTIFELD Version 1.4 and earlier releases of the software; you can now 

work on a projectôs stages in any order, and you can go back to earlier work and make 

changes.  

 

If you go back and change something in an early stage of ACTIFELD, you might 

create an inconsistency with something that you have already done in a later 

ACTIFELD step. In such a case, the ACTIFELD systemôs built-in checks will warn 

you of the possible inconsistency and you may have to re-enter that later work. 

 

WHAT YOU HAVE TO DO 

 

You have to choose what you want to do next for the project on which you are 

working. Generally, you should aim to follow the ACTIFELD steps in the order of the 

letters, as described in the companion textbook, but you can change that order if the 

problem calls for it, though it is inadvisable to do things randomly. You can also go 

back to an earlier stage and make changes to incorrect entries. 

 

HOW YOU DO THAT IN THE SOFTWARE  

 

The APCC is a tab-controlled project environment. Across the top of the data entry 

area are nine major tabs (one for each stage of the project) and an extra tab for 

documentation. Moving the mouse across the tabs produces a fly-out message 

describing what each tab does. 

 

To access any ACTIFELD stage click on the major tab. 

 

You should study the example of an APCC screen on page 12 before you try to use it. 

Please note the following points: 

 

 The top row shows the name of the project currently being worked on. The 

right hand edge has the usual Windows commands, such as the close button. 

 

 Below the header bar of the screen there are nine tabs, or steps, for the eight 

stages of ACTIFELD, plus documentation. 
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 These boxes change colour as work proceeds: 

 

A box is ACTIFELD blue with an orange bar for the stage currently 

being worked on; 

 

It is ACTIFELD tan for a stage that has not so far been used; 

 

It is ACTIFELD grey for stage E, as that stage cannot be used until F 

has been done; 

 

For a stage which has been worked on the text becomes green with a 

green bar. You can, of course, go back to previously completed stages 

to make changes. 

 

 In the example, Stage C has been selected and boxes appear for all the 

diagrammatic techniques available in Stage C. In this example, a Mind Map 

and a Why Diagram (shown) have been built and those boxes have green text. 

The other types of diagram are in light brown as they have not so far been 

used. To reiterate, you can go back to C at any time and build new diagrams or 

revise existing ones. 

 

 At any stage within ACTIFELD you can use the APCCôs tabs to see what 
stages have been done, review the work, or make changes. 

 

 When you click OK within a work screen, control returns to the APCC screen. 

 

WARNING ABOUT CHANGES 

 

If you do revise or change work that has already been done, you may have to re-enter 

that later work. For example, since E depends on data from F, if you change the F 

data after you have done E, you will have to re-enter E. There are other instances of 

this and the ACTIFELD System will guide you through the subsequent work. In 

general, it is advisable to check the entries for each stage of ACTIFELD before 

proceeding to the next. 
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FIGURE 1 THE ACTIFELD  PROJECT CONTROL CENTRE 
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ACTIFELD STAGE A ï ASKING AND CHANGING A 

STRATEGIC QUESTION  
 

WHAT YOU HAVE TO DO 

 

The strategic question is a vital part of the ACTIFELD process as it drives all the 

analysis. To start a new project you have to provide an initial version of the question 

but, as the work proceeds, it is common for the question to change, on the basis that it 

is better to answer the right question than the wrong one. Changing the question when 

necessary is so important that the ACTIFELD System makes it easy to do so. 

 

HOW YOU DO THAT IN THE SOFTWARE  

 

Posing an initial question 

 

A screen appears with five fields (boxes for text entry). The first is for the question, 

which should be expressed as a question, including ñ?ò, not as an aim. 

 

The remaining four fields are for the parsing of that question under headings of Why?, 

What?, When? and How? If in doubt about this, please see the textbook, pages 10 to 

15. 

 

When you click OK you are asked if you want to change the question, as described 

below. This is because you are still working with STAGE A. You can, of course, 

change even the initial strategic question, if you realise you have made a mistake, but 

in practice, you will probably want to go to some other stage of ACTIFELD, which 

you do by clicking the tab for the appropriate stage. 

 

If you donôt want to revise your first question, press OK. 

 

Please note that the ACTIFELD System does not support a spell checker so check the 

entries before clicking OK to proceed. You will, of course be able correct typos later, 

as described under ACTIFELD Project Control Centre, page 10.  

 

Changing a question 

 

When you change a question, six fields appear. Five are as above, and show the initial 

question or the last revision of the question. In the sixth field you have to enter the 

reason for the change. 

 

You can change the question as often as you like and the ACTIFELD System will 

keep a record of all changes and the ACTIFELD stages in which they occurred. That 
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record can be printed in draft made as you work and will also appear as an appendix 

in the final report, described on page 42 of this manual.  
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ACTIFELD STAGE C ï UNRAVELLING COMPLEXI TY 
 

INTRODUCTION  

 

The ACTIFELD System offers several tools for unravelling complexity: 

 

 Mind Maps, 

 

 Why, Why Do, Why Not Do, and How diagrams. These have the same type of 

format, but serve different purposes. (Only the Why diagram is covered in the 

companion text but, if you understand that, you will have no difficulty in using 

these other, similar, diagrams.) 

 

 Three variants of Impact Wheels: Convergent Wheels, Divergent Wheels and 

Trend Dynamics Wheels. 

 

 Influence Diagrams. 

 

Creating any or all of these diagrams often makes people realise that the initial 

strategic question was too simple or missed the real point. That is one of the strong 

points about diagrammatic techniques. 

 

Whichever diagram(s) you develop, you are very strongly advised to develop a 

diagram on a whiteboard, working as a group, so that all the best ideas are captured. 

When the group is satisfied, tidy up the diagram and then use the ACTIFELD System 

to record the result so that it can be included in the Word report and PowerPoint 

presentation described later in this manual. You can, of course, revise a diagram later 

without invalidating later work. 

 

After you have finished work on a given diagram which you can build another 

diagram or move to another stage of ACTIFELD. 

 

WHICH DIAGRAM SHOULD I  USE? 

 

Please note that the ACTIFELD Project Control Centre allows you to build these 

diagrams at any stage in the project and to revise them whenever necessary 

 

 A Why diagram can help to check on why there is a problem ï the Why? of 

the strategic question (SQ). 

 

 A How diagram sheds light on the How? Part of the SQ. 

 

None of the above is mandatory. Use whichever diagrams are helpful to your project. 
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 A Why Do diagram is used to trace the consequence of taking some action. 

 

 A Why No Do does the opposite of assessing the consequences of not doing 

that action. 

 

The comparison between those two assessments can be very revealing about the value 

of the action being considered. 

 

 A Mind Map acts as a brain dump for aspects of the problem. It simply sorts 

out factors in the issues in a convenient and vivid way. It makes a good 

introduction to a briefing. 

 

 Impact wheels, as the name implies, show how one factor has an impact on 

another, thus helping you to make sense of events and consequences, and even 

of historical trends (pages 20-28, and 45 in the textbook). 

 

 Influence diagrams show the effects of feedback, and give qualitative insights 

into dynamics. 

 

 If you make a mistake, or change your mind as you think, an UNDO button 

deletes the last entry. You can UNDO as many times as you like, even back to a 

blank tableau.  

 

 You can FILE PRINT as often as you like, while developing a diagram.  

 

 ACTIFELD may truncate long text strings, so you may have to UNDO and 

retype. ACTIFELD encourages focussed thinking, so avoid being too wordy. 

 

IF YOU WANT TO TAKE A BREAK  

 

If you want to take a break while building a diagram, use OK to return to the APCC 

and then FILE EXIT in the toolbar at the top. The next time you work on that project, 

the APCC will allow you to restart where you left off.  

 

HOW TO BUILD DIAGRAMS IN THE SOFTWARE  

 

The context-sensitive help system explains in detail how to build each type of 

diagram; this section of the manual gives the basic ideas. 

 

We will now explain how to build each type of diagram, but in no particular order. 

 

M IND MAPPING  
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ACTIFELDôs mind maps are limited to a maximum of seven main ideas, each with 

not more than seven sub-ideas. The reason is that a mind map can easily get too 

detailed, so this ensures that you focus on the main factors and that the vision does not 

become clouded by unnecessary detail.  

 

To build the map on page 20 of the textbook, first type óRetail 2010ô, click NEXT, and 

that text will appear in the centre of the tableau. It will also appear in a new box to the 

left of the tableau. 

 

You can now enter óPoliticsô, click in the new box to show that Politics affect Retail 

2010, and click NEXT. The screen will clear and re-appear with Politics in the tableau 

and in the new box and, by applying the same process, you can add Consumer law as 

an aspect of Politics. You donôt have to do each branch and then add its sub-branches, 

but can work in any order you choose. 

 

When you click OK the tableau clears and you can draw another diagram or go to 

another ACTIFELD STAGE.  

 

CONVERGENT , DIVERGENT AND TREND DYNAMICS IMPACT WHEELS 

 

A Divergent Wheel shows how a major event or effect radiates out to consequent 

effects, also called secondary and tertiary impacts. A Convergent Wheel shows how a 

major event or effect is brought about by triggering factors which can be at one, or 

even two, removes from that event.  

 

In essence a Divergent Wheel has arrows that radiate outwards, while a Convergent 

Wheelôs arrows point towards the centre. They may look very similar, but they serve 

different purposes. 

 

A Trend Dynamics Wheel depicts how historic impacts affect the current situation 

and how the current impacts might produce a future event which will, of itself, have 

consequent impacts. This type of wheel might summarise the detail of past, present 

and future convergent wheels. It can also be seen as futures methodology to 

complement the Field Anomaly Relaxation method described in the next part of this 

manual.  

 

Building A Convergent Impact Wheel (not implemented in Version 1.4) 

 

 

Building A Convergent Impact Wheel (not implemented in Version 1.4) 

 

 

Building A Trend Dynamics Wheels 
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You are first asked to enter text for the current impact, which will appear in an ellipse 

in the centre of the tableau, labelled as the current impacts, and surrounded by a larger 

ellipse. You similarly enter the principal historic force and the main future 

consequence. The surrounding ellipses become slightly smaller as ótimeô passes to 

give a 3-D effect to represent a view from the past to the future. 

 

Having defined the three main levels, you can add impacts at each level in any order 

that you choose; you donôt have to do one level before another, and can move 

between levels as you wish. When you enter the text for the impact you also have to 

identify the level at which it applies using the óis an aspect ofô window. 

 

However, every time you add an impact at the historic or current levels a check button 

appears asking if this impact affects the next higher level; some impacts might do so, 

and others may not (see page 26 of the companion text). If you check that button a 

dotted line will be drawn to the next higher main effect, otherwise it will not. 

 

There is a limit of 6 impacts at each level and when you have entered 6 impacts at a 

given level, that level disappears from the óis an aspect ofô window. 

 

WHY , WHY DO, WHY NOT DO, WHAT AND HOW DIAGRAMS  

 

The diagrams are all built in the same way, so we shall only explain the Why 

Diagram. 

 

To build the Why Diagram on page 29 of the textbook, type a shorter version of 

XYZôs problem and click NEXT. That puts your text into the tableau, centred at the 

top, and adds it to a new box, on the left of the screen, for items in the diagram. Now 

enter óIntensive competitionô, click the new box to show that this is a reason for 

XYZôs problem, and use the slider bar to place this in the next row of the tableau. 

 

As the chain of reasoning can have up top seven levels and, as the chain grows, 

ñWhy?ò is automatically inserted in each box (you do not put it in) as soon as another 

box is entered below it. The last box in a chain is the fundamental cause and, as it has 

no descendants, ñWhy?ò is not inserted. 

 

Use the same process to complete the diagram. 

 

Note that a reason can depend on up to three preceding reasons and can lead to up to 

three successor reasons. This permits the development of complex Why Diagrams, so 

it is a really good idea to make a pencil or whiteboard sketch of what you want to do 

before you start the diagram. 

 

INFLUENCE DIAGRAMS  

 

(not yet implemented) 
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ACTIFELD STAGE  T ï FUTURES ANALYSIS USING FIELD 

ANOMALY RELAXATION (FAR)  
 

This is the most difficult step in ACTIFELD and requires some explanation, in four 

sub-stages. Note, however, that if your project is very short-term, futures analysis may 

be irrelevant and the APCC allows you to omit stage T completely. Think carefully 

about whether you really want to skip the whole of Stage T. If necessary, you can 

always do it later, though futures thinking is vital for most projects. 

 

The APCC produces a blank screen with five tabs at the left-hand edge for the sub-

stages of FAR. 

 

Note that stage T1, mind mapping, is optional so that tab can be ignored. However, 

stages T2 to T4 have to be done in that order. The tabs for these stages only become 

active when you have completed the preceding stage. 

 

T1: M IND MAPPING 

 

What you have to do 

 

Just as mind maps are used in Stage C to understand the complexity of the strategic 

issue, this can also help to sort out ideas about factors that might shape the unfolding 

of future events.  

 

How you do it in the software 

 

If required, one can be built exactly as described in stage C above or, if you do not 

want to do a mind map, Use the APCC to go straight to sub-stage T2. 

 

T2: DEVELOPING THE SECTOR/FACTOR MATRIX  

 

What you have to do 

 

This is the foundation for all of Stage T and cannot be rushed. The key points are: 

 

 Until you are confident about FAR, review Chapter 3, pages 63 to 73 in the 

textbook. 

 

 Use the mind map from T1,if you drew one, to inform your thinking about the 

S/F Matrix, but do not necessarily look for a direct match between the map 

and the S/F matrix. 
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 Develop the matrix on a whiteboard or paper before you load it into the 

software. 

 

 Choose a good, interesting, acronym, using any letter in the Sector name. 

Avoid using the same letter twice in the acronym. 

 

 The Sectors (columns) in the matrix should, as far as possible, be independent 

of one another, in the sense that changes in the factors (rows) in one column 

should not produce changes in another column. 

 

 Before you load the S/F matrix into the software study it carefully, looking for 

anomalies. A reasonable test is that there should usually be at least one 

anomaly between each pair of columns, and if your matrix has 7 columns, that 

means 21 pairs. If you can't see many (or any) anomalies, the matrix needs 

revision. 

 

 Write a page or so of documentation on what is meant by each Sector, and a 

paragraph on what each Factor means. (This may not be possible during an 

intensive ACTIFELD course, but it is important for real, practical, projects.) 

You can incorporate it into the final Word document which s produced at the 

end of the ACTIFELD analysis. 

 

 Take time to get a satisfactory matrix before you go the software. 

 

How you do it in the software 

 

A screen appears with 7 columns and 8 rows. In the top row you enter the name of the 

sector and its letter in the acronym. 

 

You can now move round the fields for the sectors in any order using the mouse or the 

tab key, entering the sector definitions. You must then enter at least three, and up to 

seven, Factors for the possible conditions of the Sector.  

 

However, do not leave blank fields in the middle of a row and do not leave a blank 

column in the matrix. 

 

A printed version of the final matrix is also recommended for use in stage T3, with a 

copy for each member of the team. The project team should discuss this carefully, and 

make any necessary changes, before beginning stage T3. 

 

Remember to press OK to store the results in memory,  

otherwise they will not be available for later steps in FAR. 
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FIGURE 2 THE SECTOR/FACTOR SCREEN FOR FIELD ANOMALY RELAXATION
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T3: SCORING ANOMALIES  

 

What you have to do 

 

This is a key step in Stage T and you should re-read the section on ñTest for internal 

consistencyò, pages 68-69, and the footnote on page 69, in the textbook before going 

further. 

 

You have to assess the Sector/Factor pairs for their consistency, or lack of it. The 

rating scale is 3, 2, 1 or the default of 0, with 3 meaning that the combination in 

question is strongly consistent, 2 showing that it is probably consistent, 1 

meaning that it is probably not consistent, and 0 indicating that the combination 

is manifestly not consistent.  

 

Remember to use FILE/SAVE frequently. 

 

How you do it in the software 

 

Suppose that we have created a Sector/Factor array with the acronym FREDA. The 

side tab labelled FAR Analysis produces the screen shown in Figure 3. 

 

Initially, F and R are shown with, of course, whatever definitions were given. Next to 

F is a small box labelled F vs. R and below that is a matrix of zeros for the possible 

combinations of F and R. Complete this matrix and click OK. That will produce a 

similar screen for F vs. E, and so on until you have completed the ratings. 

 

Click OK and FILE/SAVE to store your work. 

 

Revising the ratings 

 

After the software has calculated the qualifying contexts, as described on page 25, you 

can, if you wish, use the side tab labelled FAR Analysis to amend the numerical 

ratings. Simply click on the X vs. Y box for the Sector/Factor combination in you 

want to make changes, and then edit the numbers as you please.  
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FIGURE 3 RATING SECTORS AND FACTORS 
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T4: BUILDING THE TREE  

 

What you have to do 

 

At the end of T3, the system instantly calculates all consistent configurations, or 

viable futures, using the rules on pages 68 and 69 of the textbook and these are the 

ódataô from which you will build a futures tree. 

 

The next screen (shown on page 25 ï this is more legible if printed in colour) has a 

message in the upper left stating that the óleading contenders among N qualifying 

possibilities are:ô, and these are shown in the Tableau on the right, such as, in the 

imaginary FREDA, F2R4E1D3A3 etc. These are numbered from best to worst, and 

the óstrengthô of the configuration is shown after the particular FREDA description. 

óStrengthô is defined in the sense of the footnote on page 69 of the textbook.  

 

In the lower left, you have to select the limit year, or the time horizon for the FAR 

forecast. 

 

The FILE PRINT option in the top toolbar will list all the qualifying possibilities, 

numbered in order of strength, along with the text of the relevant S/F array 

definitions. This printout can be quite long, so we suggest that you set the printer in 

draft mode to save ink and print time. You should now use FILE/SAVE and study the 

output before you proceed. 

 

You are looking for: 

 

 Any reasons to change the scoring of the anomalies. If you do make changes, 

the surviving configurations will be different. 

 

 Inconsistent configurations: while a configuration may be consistent when its 

pairs are assessed, the configuration, as a whole may be inconsistent. If you 

see any of these, make a note that they are invalid. 

 

Typically, scoring the anomalies leaves only about 1% of the S/F combinations, but 

that may still give perhaps 50 or more consistent configurations, which is too many to 

work with (the imaginary FREDA has 23 survivors). However, there will be many 

groups of configurations the members of which are closely similar to one another, 

differing only in minor aspects. So, since you are trying to identify broad future 

trends: 

 

 Select a configuration which represents the present situation. 
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 Select perhaps six or eight more which are indicative of situations which are 

relatively better or worse than the present (bearing in mind that in some cases, 

things might only get worse, or better) and which can arise at different times in 

the future. 

 

 It is essential not to look only at the most consistent, or top-scoring, 

configurations when selecting those to be used in the tree. It is common for a 

configuration that is acceptably consistent (in the sense of the footnote on 

page 69 of the textbook) to represent a state that is very different from the top-

scoring configurations, and therefore indicative of an óinterestingô future for 

the strategic issue.  

 

At this stage it is strongly recommended that you pause to make a rough pencil sketch 

of what the tree will look like. This will save you a lot of effort when you build the 

tree. 

 

How you do it in the software 

 

The screen on page 26 shows the start of this process. 

 

Click on those configurations in the list that you want to use in the tree (clicking again 

deselects an item) and set the limit year. OK takes you to the building of the tree. A 

field in the upper left had part of he screen allows you to add a comment about the 

configuration. 

 

What has happened is that F3R3E3D2A3, which was number 1 in the list, has been 

chosen from the list of possible futures as the present case, and relabelled as A. It has 

been entered into the space for selected configurations and dated as 2005. The slider 

bar in the Tableau has been used to show that this is a fairly bad (B) situation and a  

 

You now select another configuration for the tree but, at this stage, a new field 

appears in the lower left hand half of the screen. This enables you to add a remark 

about the transition between two configurations. 

 

F2R4E1D3A3 has then been selected as leading from A, occurring in 2008, and being 

somewhat better than A. The tree is now built up in the same way, with an UNDO 

button available for errors or changes of mind. PRINT can be used at any stage and as 

often as you wish as the tree evolves. 

 

A configuration is allowed to depend on up to three previous configurations and can 

lead to up to three different futures. This is what produces branches in the futures tree. 
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FIGURE 4 EXAMPLE OF QUALIFYING POSSIBILITIES ARISING  FROM FAR ANALYSIS 
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FIGURE 5 AN EARLY STAGE IN DRA WING THE FUTURES TREE 
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ACTIFELD STAGE I ï TOWS AND STRATEGIES 
 

This involves three stages, as described in Chapter 4 of the companion textbook. The 

three stages appear as tabs on the left hand edge of the screen and you have to use 

those in the order given. 

 

I1:  THE TOWS MATRIX  

 

What You Have To Do 

 

You have to draw up a table, preferably on a whiteboard so that all can discuss it, of 

the Threats, Opportunities, Weaknesses and Strengths facing the organisation. The 

Threats and Opportunities relate to one of the future contexts identified in FAR (it is a 

good idea to have that written on the board while you develop the TOWS matrix). If 

the problem was so imminent that you did not do FAR the Threats and Opportunities 

will be current ones.  

 

When thinking about the TOWS elements, it is often helpful to have in mind an 

acronym such as PESTEL, for Political, Economic, Social, Technological, 

Environmental, and Legal aspects. There are several similar acronyms, so use the one 

that you find most helpful. 

 

How You Do It In The Software 

 

A screen appears with columns for T, O, W and S. In each column you have to enter 

at least three, but not more than seven ideas. The reason for the three is to make you 

think ïósurely there must be some threats, opportunities, weaknesses or strengths?ô. 

The reason for restricting the maximum to seven is to make you concentrate on the 

essentials, and not get sucked into too much detail.  

 

Do not leave blank rows within the ideas in a column 

 

I2:  ACTIONS FROM TOWS 

 

What You Have To Do 

 

Now, study the TOWS matrix and deduce actions which arise when you consider 

combinations of items from the separate TOWS categories. (Pages 92 and 97-98 of 

the textbook give examples.) Remember that you donôt just do pairwise comparisons. 

There are 11 ways to compare the TOWS elements. You donôt have to do all of them 

but the diagram on the next page shows the options. 

 



ACTIFELD 
REALISE YOUR STRATEGIC POTENTIAL 

 
 

PLEASE Read the Relevant Sections Before Using the Software 

Be sure to click OK at the end of every screen to save your work in the temporary work files and regularly use FILE/SAVE to 

save your work to disk 

 

Be sure to click OK at the end of every screen to save your work in the temporary work files 

 and regularly use FILE/SAVE to save your work to disk 
ACTIFELD DEVELOPMENT\USER MANUAL\User Manual v1.4 Copyright © R G Coyle and Co, 2007 

 

35 

How You Do It In The Software 

 

When you are ready to proceed, a new screen appears. Down the left hand side are the 

TOWS items, numbered as T1, T2 etc, and with the first few words of each visible. 

To show that T1, O3 and W4, for example, lead to a particular action, click those 

three and use the + sign in the next field to insert them as the relevant TOWS items. 

The minus sign deletes them if necessary. Now type the action into the third field. 

 

For ease of visibility, screens have space for 15 actions.  

 

Threats Opportunities

Weaknesses

Strengths

Compare
all 

four
elements

Idea for a diagram,
by Jes A Batting,

BATH MBA Student  
 

FIGURE 6 THE ELEVEN POSSIBLE COMBINATIONS OF TOWS ELEMENTS  
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At the foot of the screen NEXT will reveal a new screen, for a total of 30 actions. OK 

ends this sub-stage of stage I but, as ever, use FILE/SAVE to store your work to disk. 

 

I3:  STRATEGIC AREAS  

 

What You Have To Do 

 

Finally, you have to create a table similar to the example on page 99 in the book, 

which groups actions into strategic areas. Note that a given action may be used in 

more than one area. 

 

How You Do It In The Software 

 

After stage I2, the screen shows the actions, numbered as A1, A2 etc, with space to 

the right to show the selected actions and to describe the strategic area. The right hand 

side is headed with large letters: A, B, C etc, for the strategic areas. After you have 

completed A, the label for B becomes available, and so on. 

 

The process is the same as that in I2. Up to twelve strategic areas can be defined, with 

up to fourteen actions in each. Note that each action may be included in more than one 

strategic area. 
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ACTIFELD STAGE F ï THE VIABLE FIRM MATR IX  
 

There are three sub-stages. 

 

F1: NAMING THE ORGANISATI ON 

 

What you have to do 

 

Choose a name for the type of organisation that you are dealing with. The Viable 

óFirmô Matrix can be a Viable óOrganisationô, or anything else, Matrix. The first step 

is to define the entity referred to. If, say, you chose óTownô, the VFM will become a 

VTM in the rest of the analysis. (Having established that ófirmô can be whatever is 

appropriate to the issue, we will now refer to it as a VFM, for simplicity.) 

 

How you do it in the software 

 

Enter a name to identify that entity into the field on the screen. 

 

F2: THE ASPECT/POSSIBILITY M ATRIX  

 

What you have to do 

 

Develop a matrix giving ófiling spaceô for the possible conditions of several aspects of 

the organisation. See the example on page 111 of the textbook.  

 

How you do it in the software 

 

The matrix is created in exactly the same way as the Sector/Factor matrix in FAR, 

stage T, page 21. It has the same minimum of five, and maximum of seven, columns 

and a minimum of three, and a maximum of seven, rows.  

 

F3: CURRENT AND TARGET ST ATES 

 

What you have to do 

 

You have to show, for each column in the VFM, where the organisation is now, and 

where your action plans need it to be. See examples on pages 120-121 of the textbook. 
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How you do it in the software 

 

First, you have to choose a name for the organisation. óFirmô is the default, but it can 

be anything you choose in as many words as necessary. 

 

Click OK to store that in memory and then click the side tab for Aspects and 

Possibilities. Remember to use FILE/SAVE frequently to store your results on disk. 

 

A new tableau appears, with space for up to 7 columns for the major aspects or 

factors, each allowing up to 7 rows for the ófiling spaceô of possibilities. (See Figure 

6, page 32). 

 

You now enter into each column the descriptions of the aspects and possibilities, with 

a letter to denote each aspectôs place in the acronym. You do not have to rank the 

possibilities in order from good to bad; use any sequence that you like. 

 

When you have completed the column or, if you prefer, when you complete the table, 

you use the buttons at the foot of each column to indicate the current, C, and desired, 

D, conditions in that column. Use the up and down arrows to move the states where 

you wish. Note that you have to start with the down arrow, as both states default to the 

first row. 

 

The current state is highlighted in yellow and the desired in blue. Where both states 

coincide, the colour turns to green, as stated on the lower right of the tableau. 

 

You can move the states as much as you like, in any order, until you have a 

satisfactory result. You can even add a new possibility to an aspect, just by typing it 

in, and move the colours as necessary. 



ACTIFELD 
REALISE YOUR STRATEGIC POTENTIAL 

 
 

PLEASE Read the Relevant Sections Before Using the Software 

Be sure to click OK at the end of every screen to save your work in the temporary work files and regularly use FILE/SAVE to save your work to disk 

 

Be sure to click OK at the end of every screen to save your work in the temporary work files 

 and regularly use FILE/SAVE to save your work to disk 
ACTIFELD DEVELOPMENT\USER MANUAL\User Manual v1.4 Copyright © R G Coyle and Co, 2007 

 

39 

 


