The Map Is Still

Some Big Clues

Not a Battle Plan for Execution, Right?

Internationally recognized strategy gurus, Hamel & Prahalad, assert that neither resources, nor fancy strategic
architectures are going to get your organization to the future first or more successfully than all of the other
guys. Rather, they declare that getting there first and best is all about four critical levers:
1. “A deeply felt sense of purpose”

A standard definition of Mission

2. “A truly seductive view of tomorrow’s opportunity”

A standard definition of Vision

3. “A broadly shared dream”

An effective way of describing the all-important lever
of organizational Alignment

4. “Resourcefulness”

This lever is about seeing the future, forging a
frame-breaking and potent strategy, and then
executing toward your strategy, using every pair of
hands and every head in the organization

So, the keystone equation for Strategy Work becomes:

Mission

Vision

Alignment

Resourcefulness

1. A Mission/Vision is a Covenant-it’s a solemn agreement among fellow stakeholders. Covenants bind
people together across decades, generations, and
even millennia, because they embody and help perpetuate fundamental and shared commitments
ideals, beliefs, values, and goals.

Now, here is where most organizations fundamentally misunderstand strategy work. The word “strategy”
sounds so cognitive and conceptual. And, this is how
most organizations treat it, unfortunately. However,
when done correctly, strategy operates in a completely different realm—the realm of emotion and
action. Listen to that again: the realm of emotion
and action. Yes, a lot more challenging than operating in the realm of cognitive and conceptual...but also
a whole lot more exciting (not to mention a heckuva
lot more effective)!

2. A Mission/Vision inspires and thereby Motivates.
How? By making the future captivating and palpable, it captures people’s imaginations and energizes
them. Plus, a Mission/Vision inspires and motivates
because it appeals to our most refined responsibilities. And, a Mission/Vision inspires, motivates, and
energizes because it infuses a person’s workday life
with meaning, providing everyone in the enterprise
with a sense of identity.

So, what’s the big deal about a Mission and Vision?
How can they power an organization forward and
supercharge its performance? There are a host of
reasons why a compelling Mission and Vision generate momentum:

So, as you can see, we have a toolbox full of instruments that can take you up to 35,000 feet to do the high-level
strategy work and then bring you back to the ground, where strategy must be executed. But, make no mistake—
there is nothing mechanical about this process. While we can help you harness organizational physics and mechanics, build control panels and dashboards, and fashion a battle plan, all these steps are necessary but are
simply not sufficient.
In the end there is a fundamental intangible that must be understood and embraced. This intangible is without a
doubt the make-or-break fifth factor. With this fifth factor operating, the enterprise will, as one harmonized unit,
move with confidence and passion toward its Vision. Without it? Well, enough said.

There is nothing fancy about what this intangible factor is. Plain and Simple,

Together, these four factors in the equation become
both the platform and the fuel for launching and then
achieving your strategy. Or more succinctly, these
are four of the five critical drivers of Execution, which
is what strategy is truly all about. The fifth driver is
discussed in the final page of this white paper.

Organizational Physics

Well, that’s correct. But, the Balanced Scorecard takes care of this issue and should also take care of the cascading imperative, if the scorecard methodology is used properly. That is, we not only need to identify the array of
Initiative that will deliver on the Strategic Objectives, but these targeted initiatives must be reformulated and
adapted to each Team. The Balanced Scorecard—synchronized with the Strategy Map—is used to identify the
Initiatives, assign Accountabilities, and cascade the Battle Plan.

3. A Mission/Vision serves as a Compass and a
Gyroscope for organizational and individual
behavior. Like a compass, a Mission/Vision is
always there to indicate Magnetic North, the strategic direction of the business. And, like a gyroscope,
a Mission/Vision helps maintain the individual’s and
the organization’s absolute direction and equilibrium
in space and time, regardless of perturbations
(Think J&J and the Tylenol crisis in 1982).

Leadership

it is leadership.

Consequently, if you recognize that your strategic direction needs definition or refinement, then you owe it to your
organization’s future to make this serious investment in the best possible way. We know from long experience
that this work will be anything but a linear, mechanical process. A quick review of the eight key Strategic Levers
described in this White Paper is a dead giveaway of the fact:



Conducting a historical business analysis



Carrying out brand, culture, and core capabilities assesments



Seeing into the future, using a tool like our
Driving Forces Analysis



Performing a Gap Analysis on a series of
key performance metrics related to customers, business processes, people and
culture, and financial indicators



No to mention the need to fashion a Core
Values Statement

We at Xecutive Metrix™ look forward to having the chance to talk with you further about how we assist your clients in navigating the realm of the creative, the realm of the emotional, the realm of leadership and action...in
navigating The Realm of Strategy
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5. A Mission/Vision Aligns the entire organization with a common purpose, and idealistic cause, and common
aspirations, values, and goals. With alignment comes the power of synchrony. When an organizational culture
operates in synchrony, then it can function like a soccer team or a jazz ensemble—instinctively, improvisationally, and with bold creativity and captivating performance.

6. Finally, a compelling Mission/Vision is instrumental in Attracting and Retaining the best and the brightest,
which is the name of the game—the acquisition, development, and retention of intellectual capital.
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Consequently, in and of itself, the Mission/Vision generates a great deal of energy and forward momentum. And,
when done right, this initial work has a powerful effect on the management group itself—they discover the team
identity and, even more critical, they also discover a feeling that can only be described as “team potency.” It’s
quite something to see. However, that’s only the beginning of the story, even though many companies view the
Mission/Vision as the end of the story, not the beginning.
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4. A Mission/Vision Catalyzes and Supercharges the innovative spirit of the individual and of the entire organization. A bold Mission/Vision promotes experimentation and risk-taking and, as a result, creativity and innovation. A bold Mission/Vision convinces people that they can, in effect, break the four-minute-mile barrier.
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Taking a closer look at how the Strategy Map serves this bridging function between high-level strategy and onthe-ground execution, note that each of the “bubbles” on the map should describe a key, high-level Strategic Objective. For example, one of the Financial/Growth Objectives might be “Grow Non-Traditional Revenue Sources.”
Or, one of the several Customer Objectives might be stated in the voice of the customer: “Value my patronage
and deliver your products/services easily, quickly, and right.” Together, all of the “bubbles” will encompass the
company’s overarching strategy for achieving your Vision (and fulfilling your Mission).
One final critical detail before we leave the mapping process. You may already have anticipated that specifying
this set of Strategic Objectives begs a question: Doesn’t each objective need to get measured? Yes, absolutely.
The mapping exercise is completed by assigning the all-important metrics to the Strategic Objectives—if it
doesn’t get measured, it doesn’t get accomplished. With Objectives and Metrics in hand, the biggest challenge is
next.

Beware that it is no easy matter to formulate a Mission/Vision that will stir the emotions, generate intense conviction, and inspire action. This is not a linear, mechanistic process. On the contrary, crafting a Mission/Vision is a
demanding, creative, and inventive exercise...and not for the faint of heart!
Generating an ordinary Mission/Vision is a lay-up. However, by definition, a Mission/Vision must be at least extraordinary and, to achieve this standard, a leadership team has to be led through a series of strenuous exercises
and reviews, including:


Conducting a historical business analysis



Carrying out brand, culture, and core capabilities assesments



Seeing into the furure, using a tool like our
Driving Forces Analysis



Performing a Gap Analysis on a series of
key performance metrics related to customers, business processes, people and
culture, and financial indicators



No to mention the need to fashion a Core
Values Statement

Once this foundation building work has been accomplished and a Mission/Vision has been drafted, then you’re
about 2% of the way there.

Building the Bridge

Between Mission/Vision and Execution

From Organizational Physics to Organizational Mechanics
While the Mission/Vision will keep your organization oriented to time and space—that is, keep you heading
toward Magnetic North—you also must be equipped with a Control Panel configured with the necessary
levers and gauges (the dashboard) to drive Execution forward. The entire process flows like this:

Critical Levers and Gauges for the Strategic Process
Mission
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What we believe in

Why we exist

What we aspire to be

Modern companies should be communities, not battlefields. At their heat lies
covenants between executives and
employees that rest on a shared commitment to ideas, to issues, to values,
to goals, and to management processes
-Max DePree, Chairman
Herman Miller, Inc.

In today’s laser-fast marketplace, people must change their behavior and adopt
new perspectives and practices repeatedly...and often rapidly. The key to this
transformation is putting strategy at the center of the management process. However, strategy cannot be executed if it cannot be graphically described...and actually felt. If you are going to create a management process to implement strategy,
you must first construct a reliable and consistent framework that illustrates in simple but graphic terms what is meant by “strategy.”
Bridging from the Mission/Vision to Execution—in a way that the entire enterprise
can grasp—requires the drafting of a Strategy Map. In essence, this map illustrates how your organization creates value in the world. And, from a control panel
perspective, this Strategy Map will help you design the levers and gauges you will
need to deliver that value in a best-of-class way.
What the Strategy Map on the following page demonstrates is that a business
creates value when:

Strategy Map
Our Game Plan

Scientists have proven that it’s impossible to jump 30 feet, but I don’t listen to
that kind of talk. Thoughts like that
have a way of sinking down to your
feet!
-Carl Lewis
Olympic Gold Medalist

Balanced Scorecard
Our initiatives, metrics, targets, and accountabilities



A culture and a workforce “fit” the strategy, are continually being prepared to execute the battle plan, and are all aligned strategically—up,
down, and sideways.



The internal business processes are complementary, harmonized,
resonate optimally with the business model, and thereby are perfectly
tuned to “deliver the goods.”



Customers are “re-won,” over and over again, as a function of the
deft delivery of finely-honed product (or service) attributes, a just-right
consumer relationship strategy, and a brand image that is in exquisite
synchrony with the strategy.

Strategic Initiatives
Our battle plan and cascading tactics

Personal Contribution
The core values embodied in our Credo
might be a competitive advantage, but
that is not why we have them. We have
them because they define for us what
we stand for, and we would hold them
even if they became a competitive disadvantage in certain situations.
-Ralph Larson, CEO
Johnson & Johnson

What I need to do

Strategic Results in Five Critical Performance Areas
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Be Masterful.
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What’s It
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