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eorcas A Few Notes...

Recording
We are recording this webinar and will email you the link to view the replay within 48 hours.

Handout of the Webinar
We will provide a PDF copy of this webinar when we email the link for the replay.

Questions during the webinar

Please use the Q&A box that is located on the bottom menu and type your question in the pop-
up box. Do not use the Chat box for questions.

We will answer as many questions as time permits at the end of the webinar.

~

Audio Settings

Raise Hand
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Your Presenter

2022 Hall of Fame recipient and former Board member, International Association
for Strategy Professionals (IASP); Co-author, IASP Body of Knowledge and
Certification Exams
Founder and President, U.S. Foundation for Performance Measurement
Co-founder, the Balanced Scorecard Institute
Founder, the Strategy Management Group, Inc.
Consultant, Booz Allen & Hamilton
U.S. government executive, Department of Energy

Howard Rohm, SMP, BSMP Creator, Nine Steps to Success” Balanced Scorecard framework

Co-founder & President

Balanced Scorecard Institute Co-author, The Institute Way

Bachelor and Master's degrees in Engineering, lowa State University and George
Washington University
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* Why Strategy Execution Fails - Obstacles
and Challenges

* Strategy Execution Tools
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»

Strategy Execution v ¢ A
Obstacles and Challenges

\

In 70% of the cases - failure
to execute the Strategy !

Source: Fortune Magazine
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Key Concept: Identify the underlying causes of fails,
not just the symptoms
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Leadership and Governance Failures Project/Portfolio Management Failures

* Unclear or missing Goals (Strategic Results) * Too many initiatives/projects and islands

« Unclear or poorly communicated strategy * Projects/Portfolios not aligned to strategy

* Organization structure doesn’t effectively * Capability/capacity/competency deficiencies

support strategy focus * Lack of cross-unit coordination
* Disruption planning not adequate Performance (Change) Culture Failures
Alignment Failures * Performance culture missing
* Unit operations and employees not aligned + Lack of accountability and ownership
* Sub-optimized operating units/technology choices * Resistance to change
» Lack of a customer-centric focus « Cross-unit coordination missing
* Process bottlenecks and breakdowns - Agility and innovation not integrated

Performance Reporting, Analysis, and Informing Failures

* Too many measures... too little information

* Wrong measures/Poor target setting

* Performance data collection, analysis, and reporting breakdowns
* Poor reporting procedures

* Measurement unintended consequences

©1997-2024 Balanced Scorecard Institute.
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Poor strategy... poor implementation... or good strategy/poor implementation...or...?

= An endless planning process: out of date by the time it is finally approved

* Too much emphasis on planning — too little focus on subsequent execution

* Plans that focuses on activities rather than outcomes/results

= Considering the strategic plan as just a set of initiatives or projects

° Limited ownership and accountability — hiding behind committees and meetings
* No clear goals or poor communication of goals and purpose

* A Vision statement that sounds nice but is open to many different, yet plausible, interpretations,
with no clear Goals

= Poor alignment between Corporate and Functions / Departments
* Too many measures... too little information

©1997-2024 Balanced Scorecard Institute.
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Strategy Execution Solutions

e Start with goals, and a strategy
you can measure and communicate

* Use best practice SE tools and
techniques

* Build an SE Roadmap
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(Most organizations don’t do this!)

““Begin with the end in mind.”

Stephen R. Covey

©1997-2024 Balanced Scorecard Institute.
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Tool: Goal Setting

Organizational goals serve four basic functions:

Provide guidance and direction
Facilitate planning
Motivate and inspire employees

Strategic Goals

Deal with
organization-wide
desired results and
accomplishments

Evaluate and control performance

A
s o m
.

Employee Goals

Deal with employee
satisfaction, growth,
and contribution

Operational Goals

Deal with efficiency,
quality, timeliness of
product/service
creation and delivery

Societal Goals

Deal with equity,
social, diversity,
environmental, and
sustainability

Project Goals

Deal with
deliverables,
resources, schedules
scope, and risk

Source: “The Management of Organizations”, Barney and Ricky Griffin
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Strategy GUIDES an Organization
to Strategy Execution

Mission/Vision
Values

Culture DRIVES an Organization to
Strategy Execution

Adapted from Torben Rick, 2014

r
e

o
e

An Organization May g The Success of
Be Able to Replicate Goals Values =8| Strategy Execution
Your Strategy, But No + <+ E Is Largely Dependent
One Can Duplicate . . . () Upon the Health and
Your Culture Objectives Practices ; Strength of Your
+ + :-I:' Organizational Culture
Activities Behaviors
+ +
STRATEGY EXECUTION

alanced Scorecard Insti
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CreateA

Generate
short ter

Enable

ction by

Adapted from: Medium and User Guiding, 2021

Build
guiding
coalition

Enlist

volunteer
army

Leadership + Management
Places the Emphasis on the need to involve the leadership
team with Change.

Mind + Heart + Celebration
Your strategy must consider what motivates each person
in your organization to allow them to succeed in changing

' their behavior or attitude regarding Change. Take time to
. KOTTER'S Form celebrate the wins.
accslaration 8-STEP “veien? _
intiatives Select Few + Diverse Many
MODEL Rather than giving direction, give your people a chance to

lead. If you do this right, you may discover new leaders
you did not know existed within your organization.

“Have To” + “Want To”

People are more likely to respond and become greater
advocates for change if they WANT to help rather than
merely doing what they are told to do.

0 ©1997-2024 Balanced Scorecard Institute.
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Tool: Internal Communication Matrix Gets

Employees “On Board”

Desired Resistance Pain Solved

Audience Behavior Issues

or WIIFM

Executives | £yomples: Too busy Alignment
Directors “Walk the talk” My bonus means less
Unconditional could change| | unproductive
Managers support No resources| | activities
Other Staff Align to support Prioritization
department this = less fire-
plans I don’t see fighting time
Embrace the benefits Larger profits
change I don’t want = higher
to lose bonuses
power & Career
influence enhancement
Easier
resourcing
decisions
Corporate
level
recognition

Key Medium & Who's
Messages When Voice
(Messenger)
If we don’t Face-to-face CEO and
initiate meetings - [«e]6]
change, our firsta
competition breakfast
will meeting and
You are a key then a series of
component of| | half hour
strategy personal
implementati meetings with
on leadership
You will be team
better able to members)
focus on
leadership,
strategy &
customers
| expect you,
at the
minimum, to
embrace this - .
©1997-2024 Balanced Scorecard Institute.
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Strategic Components

Mission

Vision

Core Values

Overarching Strategic Result tied to Vision
Communications & Change Management
Plan

Enablers / Pains

Customer Needs and Value Proposition
Strategic Themes and Results
Perspectives

Strategic Objectives

Organization Strategy Map

Performance Measures & Targets
Strategic Initiatives

Balanced Scorecard System Graphic
Strategic Plan & Story

Automation Plan

Cascading Plan

Evaluation Plan

Tool: Inventory What You a Starting With Compared to Best

Practices

Revision
Acceptable ggested Comments

O0O0ORORNROORORN O ORRE

OooooooooogoOoOO0 O O8O

Mission statement is old; revisit
Developed & validated last year
Finished; revalidated existing
Not developed yet

Not developed yet

Have SWOT from a few years ago
Started; more discussion req’d
Not developed yet

Done

Strategic altitude is wrong

Not developed yet

First pass done; too operational
First pass done

Not developed yet

Partially done

Not developed yet

Not developed yet

Not developed ye 18
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Use a Strategy Profile to:

* Develop your organization’s
competitive business strategy
(applies to mission-driven and
government organizations
also)

* Evaluate how well you
implemented your strategy
compared to competitors

* Identify the most strategic
areas to focus on in the future

Southwest Airlines

High

Emphasis

Other Airlines

Low

Source: Adapted from Charting Your Company’s Future, W. Chan Kim and Renée Mauborgne, HBR,

June 2002.

Meals Lounges

Seating Spoke
Choice and Hub

Market Differentiators

Turn-
Around
Time

Aircraft Friendly
Diversity Service

alanced Scorecard Insti
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Financial

1

Lower
Cost

Increase
Profitability

Increase
Revenue

|
Customer/
Stakeholder

1

T Improve

Wait Time Customer

Retention

Improve
Customer

QoL

The Strategy Map
Facilitates

Strategic

I
Business
Processes

1

Increase
Process
Efficiency

Reduce
Risk

7

Conversations

I
Organizational
Capacity

Improve
Knowledge

and Skills

Improve Strengthen
Tools and Safety
Technology Culture

Balanced Scorecard Institute.
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Measure
Strategic
Progress

Communicate
Strategic
Context

e 2 worldrevolutionizing provider of energy products

Efficiently deiiver the highest standard of service providing energy products and expertise to our customers

International Growth Operational Excellence

Iner d shareh

wlue through Pr din a timely, accurate, value- for thought lesdership and energy
scquisitions, organic growth and ssset optimizstion.  added and cost-=ffective manner that sxceads stakeholder

expectations.

Strategic Objectives and Strategy Map Measures \argets Initiatives
: Prioritize
Financial < * sk per year . I " Initiatives/
¥ per year *implemented new financial system an Projects
benchmark resuits S i
*Revenue in targeted magid “Astperyear
e * Customer experience score *Msinextperiod | L i new tarset
“Bof customers with CKchurter | Ernextperiod | oreos s oo e e BT
*Awareness andleadershipscore  "g8%nextperiod | *Develop customer knowledge (CK)
*References in media =5 new references || charter
Visualize rrial *Efficiency index * s per year *Establish acquisition integration team
Strategy Process *EBIT from acquisitions *315M this year * Establish Business Process Reengineering
*Time ta post »5 businzss days (BPR) team
*Formalize new product development
*% of transactions in CAM *65% next period crcle
*New products/SVCs as £ of sales »14% this year *Formalize CAM qualification process.
Orgazaione .gl:mpmyze devdopment plarsin
ECHy Increase Optimize Improve (L3 ) . *CRM system training.
Emplo Optimize Human Capital . 'T‘E’”'-ﬁ *% systems automated = 72% this year . *Redesign employee certification process
Expertise Technology saderiip +Operating cost/FTE ~43,350/FTE *Establish thought leadership committee
| Formalize research expertiss strategy
*Articles published *125 this year
m + Integrity = Commitment to Excellence » Customer Facused » Diversity of Kofliviedge » Honesty = Teamwork/Collaboration » Entrepreneurial » Thirdifor Knowledge

©1997-2024 Balanced Scorecard Institute.
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Culture
Scenarios * Programs, Products and Services
i
. * Projects, Activities and Tasks
Risk .
Tolerance * Rewards, Recognition and

Incentives
* Budgets

Strategy * Initiative Measures and Targets

Vision, Mission, and Values

* Customer Needs
* Political Priorities Strategic
« Organizational Values Objectives Sy Strategy Map
‘ Efnanks(?g:lggrons * Strategic Themes \ / * Strategic Performance
! « Strategic Results Measures (KPIs) and Targets
* Policies and Governance (Goals) « Strategic Initiatives
* Business Unit Objectives
» Workforce Objectives

©1997-2024 Balanced Scorecard Institute.
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Strategic Objectives at Corporate level

Main focus = Strategy for success

Strategic Objectives at Business and Support Unit
levels

Focus = strategic and operational contributions to
overall strategy

Personal Objectives
What personal contribution do | make
to my unit’s overall objectives / strategy?

Operational Measurements

Inputs Process Outputs

(e.g., FTE’s, (e.g., cycle time to (e.g., no. .
program process a disaster people Strategic (Impact) Measurements
budget) relief application) served)

Intermediate End

Outcomes

(e.g., reliefis
Project Measures provided in a timely

(e.g., schedule, resources, scope, risk) manner)

Outcomes
(e.g., people's lives
improve)

24
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" Improve

Production

Improve
Resourcing

* Funding * Quality
* Workforce « Efficiency
* Infrastructure * Timeliness

* Output

lmprove
Product
Delivery

prove’
Customer
Interaction
* Accurate « On-time
delivery

information
* Customer
experience

* Correct order

N\

\ A\

Strategy: Operational Excellence

/

/ /

Desired Result:
High quality
products are

* Production * % waste or
costs reworked
« # of FTE’s  #Produced | #
* Other units of input
production * % produced on
time

* Production
quantities

* % accurate * % delivered on

* % satisfied with time
service * % delivered
correctly

delivered on time

Improve
Customer
Satisfaction

* Recommendations
* Loyalty
« Satisfaction

* % new customers
from
recommendations

* % repeat
customers

* Net Promoter
Score

©1997-2024 Balanced Scorecard Institute.
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Performance
Reporting,

Analyzing, and
Informing

Performance
(Change)
Culture

Leadership
and
Governance

Alignment
nd
Operationalized
Strategy

Project/
Portfolio
Management

©1997-2024 Balanced Scorecard Institute.
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Example: Leadership & Governance 4=
P Neither
1= 3= agree 5= 7=
Not Strongly 2=  Somewhat nor Somewhat 6 = Strongly

applicable disagree Disagree disagree disagree agree Agree agree

1. Organization Core Values are
clearly articulated and widely — — — — — — = —~
disseminated; leaders “walk the O O O @) O O O O
talk”

2. Key policy guidance, such as

Vision, Mission, and/or Strateqy, O ) (— N 'S e S S —
is clearly communicated ~ ~ e b h '-'
throughout the organization

3. Customer needs and

are und: od and ) ) () ®)] () O O @]

acted upon

4. Executive actions reflect Board C
guidance and oversight

W
~
J
_
S
W
-~
U
-
J

5. Leaders' roles and

responsibilities are clear and are ®) ) () @) (D) @) @) )
clearly communicated

6. Leaders create ownership and . . . B B B B B
accountability in managers and O O (@] O (@] O O @]

statt

7. Obstacles and challenges to

organization success are - — - . . - - .
recognized and addressed by the O @) @) C @ O - C
Board and leadership

Strategy Execution Assessment Survey: https://www.surveymonkey.com/r/STEX23

27
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Strategy Execution
Professional Certification

Learn more strategymanage.com/sep

1997-2024 Balanced Scorecard Institute.
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(i Create Your Organization's SE RoadMap

STRATEGY EXECUTION ROADMAP
Example
Format: Imperative 1: Leadership & Governance
. Current Underlying Proposed Priority
Component Desired Outcome Status Challenges | Improvements (H/M[L)
| Boardsand leadersknowand | Good relationship between Board o formal [ Leadership [ [
Leadership and execute their roles and and leadership; some communications | workshop 0 Med
Governance responsibilities effectively communications issues between | structure
| ] | leaders and managers | ]
Leadership and Differences between leadership | Mixed roles - some leadersact | No clear Leaders versus
and management are reflected in | like managers, some managers | understanding of | managers training | HR High
Management our erganization’s work act like leaders different roles workshop
[ | Leadership roles and | Four out of five leaders have clear) Obvious “turf | Clarify roles and
Leadership roles responsibilities are clear and roles and responsibilities overlap” withtwo | responsibilities CEQ High
unambiguus leaders
Overall organization goals are Goals are clear at corporate level | No disciplined Leaders and
Setting organizational | developed and communicated, and| but could be better connected to | process of goal managers meet on| Executive Hich
goals translated into other level goals | ourvision; goals nottranslated | translation goal translation Team E
well below the executive level
Communicating with Consistent messaging is apparent, Our public information of‘Fice_is No obvious flaws | None
. and messages are in the on top of this—good messaging
dlarity appropriate “language” B B

29
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Questions?

Visit
balancedscorecard.org
for more information

Audio Settings / u' (

Raise Hand
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