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Setting Strategic

Direction

Alice said to the Cheshire Cat:
“Would you tell me, please, which way | ought to walk from
here?
That depends a good deal on where you want to get to, said
the Cat.
| don’t much care where -, said Alice.
Then it doesn’t matter which way you walk, said the Cat.”

Lewis Carroll, Alice’s Adventures in Wonderland
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Why Strategy is Important
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< “Do the Right Things” Program & Project Management|:
(also known as Portfolio “Do Things Right”
Management)
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« Vital few objectives that establish
\/ organization’s overall long-term
direction (3 or more years)

Strategy = * Changes slowly _
. « Often transformational

organization forward along the
strategic direction

Tactics | . Focuses on medium term

\// » Actions and decisions that move the

« The day-to-day business of moving
Projécts the organization forward

and » Reactive and may change rapidly
Operations
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Separating Strategy and Tactics

" S
Four Required Elements

Evaluate of current situation

« What internal and external factors will affect the strategic
direction?
« Typical technique: SWOT

Set goals

 Define time-based and measurable objectives
« Typical technique: Strategy map

Create action plans and kick then off

* Resources needed: time, money, people, tools, partners

* Risks, obstacles, and actions to overcome them

« Action plans with clear definition of authority,
responsibility, and accountability

Monitor and steer

« Make frequent periodic checks against measureable
objectives

« Respond to issues, roadblocks, variances

« Typical technique: BSC metrics
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Exercise: Disconnects

| N
What are the biggest

disconnects that you observe
between strategic planning and
projects?

N /

SWOT

1: EVALUATE CURRENT
SITUATION
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Use SWOT to Evaluate Current Situation

Analyze External Environment . Evaluate Internal Performance
: i
Opportunities  Threats Strengths ~ Weaknesses
4 |V : 4 Y
Capture Counter : Exploit Mitigate
m  Competitors m  Sales, earnings, and cash flow
m  Suppliers m  Technology
m  Procurement trends m  Operations
m  Economic trends m  Service
m  Regulations m  Winrate
m Political situation m Etc
m  Etc.

© 2016 Synergy Professional Services, LLC Prs-Str-001 160721
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IntelliSense Background

1. Designs and installs intelligent industrial
refrigeration control systems

2. Customers: grocery stores, distribution centers

3. Founded 8 years ago in Gresham

4. Currently thirty employees

5. Annual revenue $38M and growing rapidly

1. Electricity use
down 25%

2. Equipment
reliability up 10%

3. Payback period 3
years

By Maryland Pride (Own work) [CC BY-SA 3.0 (http://creativecommons.org/licenses/by-sa/3.0) or GFDL (http://www.gnu.org/copyleft/fdl.html)], via Wikimedia Commons 8
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Internal

External

IntelliSense SWOT
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Strengths
Motivated and effective sales staff
Reputation for high quality installations
Our product has fast payback period
Customers like the personal touch our
field staff brings
» Our proprietary design software allows
us to tailor solutions to customer’s
unique needs

Weaknesses
Expense structure is high (including
inventory) but too busy to work on it
Staff is exhausted & spread thin
Can't keep up with rapid growth
Haphazard project discipline &
operational infrastructure
None of our staff has experience
building a nationwide business

Opportunities
Fastest growing company in segment
Our local business is booming
Competitive solutions are unreliable
Kroger interested in upgrading all of
their stores in the southern US
» Our competitors are stuck in the past
and move slowly
» With enough development funding we
can extend our technology to industrial
air conditioners, opening up a major
new market

Threats
Local presence only. No customers
outside OR, WA, and ID, which
concerns Kroger
Takes a long time to hire new project
managers, designers and field staff
due to strong demand
Our toughest competitor has a national
presence and reputation
Vulnerable to economic downturn
Biggest competitor claims they will
introduce a similar solution “soon”

Strategy Map

2: SET GOALS

10
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Oppor-
tunity

Leverage: apply existing
strengths to take
advantage of opportunity

Oppor-
tunity

Grow: build new
strengths to be able to
respond to opportunity

Look for Intersections

i
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Threat

Defend: use existing
strengths to counter
threats

&

Threat

Survive: shore up gaps

to prevent disaster

11

Financial or mission
alignment

Customer value

Internal business
processes

Learning and growth

Customer Value

Processes
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Profitability

l Counter Staff

All Staff

12
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Exercise: Strategic Actions

a N

Find 1 — 2 intersections and
propose appropriate strategic
actions for IntelliSense

- /

13

Strategic Actions
Roadmaps
Strategic Portfolio

3: ACTION PLANNING

14
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( R
P4 F><> G
P3 O ;
P2 ; s
P> A : — - F E
2013 2014 2015 2016 2017 |
« Milestone A + Milestone B « Description of additional deliverables
+ Details « Details and milestanes in the out-years
« Descriptions « Descriptions * Summary of the milestones
« Assumptions + Assumptions - List of dependencies and assumptions
« Benefits « Benefits + Benefits to be delivered
. J
Figure 3-3. Program Roadmap Example
The for Program 3 edition, © 2013, The Project Management Institute 15

"

Roadmap: Activity Oriented

© 2005 Synergy Professional Services, LLC Rmap-001/002 131217

[Acme Roadmap Mamt | Project | Current : Year 1 Year2
Example Sponsor Phase | Jan Feb Mar Apr May Jun Jul Aug Sep Oct Nov Dec|Jan Feb Mar Apr May dun A
POS Terminal Program (Product Line Manager: O'Donnell) :
Zoom 1.0  networked fransacton SW Butkas |Fames| Plan o
Zoom 1.1  bug fix release Butkas |- idea . [ ]
Feather portable workstation HW Johnson |- ldea E | \
RFDScan HW RFD reader attachement Johnson [Smith |Define : | |
Pay Clear 1. phase 1 e-payment clearance SW Butkas |TBD |Define | I
Pay Clear 2. release SAP integration features Freud TBD Idea
Server Systems Program (Product Line Manager: Frederick) H %ﬁi‘m‘ S
Lodestock Data mining interface SW Butkas [Smith | Plan - 1 forace
D Protect  Java anti-ID theft module for TransX  |Johnson |Fames | Verificfs: & Frew mrEw e
Program: Integration & Delivery (Program Manager: Dierdorff) :
Hawaii Integrated CIMS system for cust #1 George |Frame | Prop & | ]
Monaco Upgrade existing DPX at cust#2 George |Varsik |Verificlss & [
Timbuktu  Upgrade all POS HW atPDX branch |George |- Pre-P H [
Key
POR  project is on plan of record

int project proposed by internal champion and is not an POR yet
client  project requested by client and is not cn POR yet

16
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Portfolio of Strateqgic Proj
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ects

’ Element 2: Goal Setting

Strategy Map

Project Portfolio

v
Strategic Goals

t

Strategic Deliverables to the
Customer

|_ >

0

Required Systems and
Business Processes

)

Required Skills and Cultural
Adjustments

Projects Focused on
Strategic Roadmap

Projects Focused on
Customer Results

Projects Focused on

Systems and
Processes

Projects Focused on

Skills and Culture

il

Element 3: Action Planning

|

Source: Oregon Department of Transportation IS Strategic Plan 2006 — 2010, p. 53. Original author: Ed Warnock, Advisicon 17
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BPA Value and Feasiblity
Energy y @ Hydro O 5] @ Tier 2 and 3 Projects
Measure of Chart 8 Tier 1 Portfolio
Strategic (Reapplied and New Projects: B+C) in FY13
Alignment 5
o
Q
-
. J
© -
g ! WE @
o f \ r
& | N
g Y 5 -
s 3 = ) s
2 1') A T\)i
° z
: J
s \
2 2 =0
= \ v
i >
s 1
&
o Size by Cost of the Area in FY13
0=
0 1 2 3 4 5
Feasibility ( Weighted Average of C2,C3,C6)
Example from “Institutionalizing Innovation Management: A Case Study from the Utility Industry,” Bennett, et. al., PICMET July 2013, retrieved 3/12/15 from
htlp:/lwww‘bna,ﬂoleolng%ZOBuslness/Technologylnnovallon/Documenlslzolsllnsutuuonallzmg—lnnovauon—Management—A—Case—Sludy—from—lhe—Utlllg—lnduslry‘pdf 18
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Strategic Metrics
Dashboard

4: MONITORING

19

" JE
Strategic Metrics
1. Measures of core outcomes
lagging indicators

2. Measures of performance
drivers

leading indicators

© 2009 Synergy Professional Services, LLC APM212-Strat-013 160727

Strategic Objective Core Outcome (Lagging)

Metrics

Performance Driver
(Leading) Metric

*ROI
* Revenue Growth

Improve financial returns
by selling more high
margin services

* Revenue mix across
product and service
offerings

Improve staff productivity | » Revenue per employee

« Employee satisfaction

« Completion rate for skills
training

« Implementation of new
tools vs. plan

20
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Exercise: Strategic Metrics

-

map

N

Create a strategic metric for an
item on the airline’s strategy

\

/
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JE
Connect Strategic Metrics to Goals

Profitability

© 2005 Synergy Professional Services, LLC PfM-022 APM212-Strat 160719

On-time Flights

Ground Turnaround
A

CheckIn

Ground Crew

Ground Equip.

Counter Staff
Al Staft

.

Strategic Objectives Support
Each Other

Average waittime in check-in
line

=10 minutes

Measures Targets Initiatives
Market value 30% caGR
Plane lease costs 5% CAGR
Increased Revenue Seat revenue 20% caGR
[ Customer ranking 1st
FAA on-time arrival rating 18t
Direct Flights Customer ranking 1st
Time on ground 30 Minutes 1. Cycle time optimization
On-time departure 90%
Customer rating 1stor 2nd
Route Plane changes <50% 2. Eliminate hub and spoke
Test 80% passed 3. Ground crew cross training
4. On-time team performance bonus
Aircraft conform to BT37E 100% 5. Aircraft sale and purchase program
Mo separate FAA check required 100% 6. Strandard cockpit program
Gate sefup 3 minutes 7. Optimize for Boeing 737E
8

. Tearn rating and bonus program

©

. Cross training

Number trained

100%

10. Decision empowerment

Yr1:50% Yr: 3 90% Yr 5: 100%

11. Employee stock option plan

— Objectives are Measureable

22
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Monitor Progress

Project Portfolio

Focusof resalve issues?
- Nameof [ Name of Signoff Dates Project Completon (Handoff| | reath T
Project Name | Gurent|Pepar Project Project mplete) Dat ndicators Comments / Recovery Action e
Manager | Sponsor so1 s02 Soa |Awproveaa] Forecast/ 2
ignoff Actual
Example: Project AlphalExecute |Dept 1 |John Doe | <MY & e | sos | a| ensos |a| wiaor || omor . Schedue recovery: il drop auto-update feaure to save o | 4 0/1coc
»l 2 Pl P Frederich \Claseman, F. Friend |weeks of coding and testing time.
George Fran Vincent, Cammie
I Execute [All Shearng |k Cone 2%
B Execute |Dept 1 |LenaJohns  |Mark Cone  [Nathan Gai 6112106 | A| 7728006 [A| 2715007 | F| 7807 | 607 Escatation needed: decision on airing approach 1012006
Ic [Execute |Dept 1 |Lena Johns  [Mark Cone  |Gopi File, Gaby Allen 10/11/06| A| 12/15/06 | 12/20/06 In sync with operations department on full production 10/20/06
[y P, Denney, Alan
I Execute |Dept 1 |Sami Green | Mark Cone  [Laurie, Derise 3, | 0/15/06 | [ 12731106 | F| 2115107 | | 215107 | 2n1507 |Aded extra year end contract hip
Jdason
Francis [T |Schecule recovery:cata colection begining pror o Plan phase.
E initiate (Al Mark Cone  [Le*. SV il .2 | 9/18/06 (A | 11110106 |F | 12/18/06|F 12129106 [Most Plan tasks will be performed during Kickolf meeting. This | 10/20/06
McGee " . |will save about two weeks.

Joam, T Coctrane

F Plan  [al |joe Freed  [Wark Cone  [Gopiile, simi Tran | 9715106 | Al 11/17/06 |Waiting for the finalizaton of the documentaion. 1119006
Joshua. [Eoseliopeiiecy

d Execute |All Mark Cone |King, Judi Jink, 601506 [A [ 775006 |a | 1272106 [F | 1213006 | 12722106 (Grandtathered project 10120106
Benedict e

Ran ino unexpected software icensing ssues Looking ino the

H Execute |All [Ramon Bell  [Mark Cone  [rone 3/15/06 | A| 4715006 [A[11/30006| F| 11/15/06 | 12/8106 [cost and wil make a decision when we get information fequesied!

I Execute |Dept 1 [Ramon Bell  [Mark Cone  (Gopi File, Freddie Last| 11/1106 |A | 11/28106 [A 113006 | 1212106 [On schedule and exectiing now. 11/16006

§ Done  |Dept1 [Ramon Bell  [Mark Cone  [Gopi File, Freddie Last 10715006 | 10/15/06 s s complete 11116106
Veivin o Barnes, Zena

K Pian  |Dept2 Lom Bames  |Filps, windy 1012106 |A 13107 | w3107 [Tasks are on schede. 11/8106
|Abrams. verbach, Scot Johns|

L Exccute [Al  |Gregg Barker |Zena Filips (£ 1P A 11/17/06| F 11/17/06 1118106

oo

M Excoute far |Freeman - (Mercury, Marklr o, vy, 101106 |F | 1006 | 307 lplan. Escalaton: equest o borrow John and Freeda rom 10120106
Marker Cone, Lom [Support Analysis group from Jan 2 0 Feb 11.
roman % Lot

23

Other Methods
Reasons for Failure
Example Process

LESSONS LEARNED

24
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" Corp-
T orate
X
c‘% Mid-
b level
s

Establish O F"rr?gt

Organiz- v

ational

Vision

Develop
Break-
through

Objectives

Develop
Annual
Objectives

Hoshin Kanri — Cascaded Deployment

© 2016 Synergy Professional Services, LLC Prs-Str-002 160721

AN

Results

Annual
Review

Monthly
Review

Deploy
Annual
Objectives

Implement

‘ Annual

Objectives

25
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Osterwalder’s Business Model Canvas
Whowill Howdo  Whatdo Howdo  Whodo
help you? youdoit? youdo? you you help?
KEY PARTNERS *® KEYACTIVITIES *® VALUE = lnteraCt? ** CUSTOMER

PROPOSITION SEGMENT
CUSTOMER
RELATIONSHIPS
What . Howdo
- START .
do you B you reach
need? 5 them?
-e (2] ®® DISTRIBUTION Lo
KEY RESOURCES CHANNELS
What will it cost? How much will you
COST STRUCTURE make?
REVENUE STREAM
Based on Business Model Generation by Osterwalder A., Pigneur Y (2010). Diagram retrieved 7/27/2016 from Development Impact and You by Nesta at
http://diytoolkit.org/tools/business-model-canvas/ and licensed under a Creative Commons Attribution-NonCommercial-ShareAlike 4.0 International License. 26
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Lessons Learned: Why Strategic Planning Fails
« Leadership team not aligned with the
strategy
- « Poor buy-in from broad base of stakeholders
Insufficient : vt
p « Strategic objectives do not support each
alignment
other
 Strategy not connected to operations
& Not driven by customer needs
« Strategic skills not identified
* Resources are inadequate
Not acted « Strategic objectives are not actionable or
upon measureable
» No roadmap showing realistic incremental
| stepping stones toward achieving objectives |
Not measured » Key performance indicators not monitored
Not enough * Process is intermittent, not on-going and
commitment iterative
~and * Unprepared to overcome inevitable
persistence resistance to change
Sources: 1) Harvard Business Review, 2) private communication
from Jon Hardie, Principal, audienceWorks 27
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Exercise: Improvement

~

If you were in charge of the
strategic planning process for
your organization, what would
you focus on to improve it?

28
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/ines of business (LOBs)

engaged

wn

Strategic activities
4. Organizational culture
assessment

Strategic success indicators

3: Action

Planning 1

2.
3.

Analyze gaps

Develop action plans
Implement actions

lanning Steps

What — what customer needs do we fulfill?
Who — who are the customers we focus on?
How — how do we leverage our unique
advantages to achieve our mission?

Why — what values guide us?

Analysis
(“as-is” state)

Progress

"\l Measurements

4: Monitoring

29
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Example Framework Based on BSC

‘ Element 2: Goal Setting |

‘ Element 3: Action Planning ‘

Strategy Map / \ Scorecard Project Portfolio Dashboard
Strategic Goals | Metrics :
: | " |
Strategic Deliverables to the f};?yEgg;cgliﬂzgﬁ:tg:: Projects Focused on .
Customer ’\ Strategy Map Customer Results
— | = |
Required Systems and Efojectsiocysadion
Business Processes Systams and -
‘ Processes [[
* | ] |
Required Skills and Cultural Projects Focused on i
Adjustments Skills and Culture !
| ) | |
: \ A
Driven by Customer Needs

Source: Oregon Department of Transportation IS Strategic Plan 2006 —
2010, p. 53. Original author: Ed Warnock, Advisicon

‘ Element 4: Monitoring

30
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Strategic Planning Takeaways

Four Evaluation, goal setting, action planning, and
Elements  monitoring

Guides Use strategy to guide which projects and programs
Execution are approved

Needs Strategy deployment depends on execution and
Projects measurement techniques like project management

Tools Use toolkits to help plan and deploy strategy

BSC and strategy

swoT mapping

Road mapping

Portfolio selection
criteria and balance Hoshin kanri
diagrams ‘

Business Model
Canvas

31
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