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Developing A Common Frame Of Reference for Organizational Transformation

By

David J. Koehn, Ph.D.

"Strategy formulation is a complex space.  Strategy formulation is judgmental designing, intuitive visioning, and emergent learning; it is about transformation as well as perpetuation; it must involve individual cognition and social interaction, cooperation as well as conflict; it has to include analyzing before and programming after as well as negotiating during; and all of this must be in response to what can be a demanding environment.  Just try to leave any of this out and watch what happens!"…Henry Mintzberg
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XXX’s Establishing the Core

XXX’s Core 

	Higher Purpose
	Core purpose is the organization's reason for being.

 SYMBOL 183 \f "Symbol" \s 10 \h 
An effective purpose reflects people's idealistic motivations for doing the company's work.

 SYMBOL 183 \f "Symbol" \s 10 \h 
It doesn't just describe the organization's output or target customers; it captures the soul of the organization.

 SYMBOL 183 \f "Symbol" \s 10 \h 
It is a raison d’être, not a goal or business strategy.


	Example of a Higher Purpose
	To secure our nation’s future


Continued on next page

XXX’s Core, Continued

	Vision Statement
	Vision Statement

 SYMBOL 183 \f "Symbol" \s 10 \h 
A vision statement is a compelling yet simply stated forecast of what you want to become and need to become to anticipate and meet the future demands and expectations of an evolving customer base.

 SYMBOL 183 \f "Symbol" \s 10 \h 
Typically, a vision incorporates a super-motivating phrase that images easily the story or picture you are trying to portray for the future.  




	Example of a Vision Statement
	NRO’s pioneers - blazing the trail to secure our nation’s future through the power of ideas.


Continued on next page

XXX’s Core, Continued

	Mission Statement
	Mission Statement 

 SYMBOL 183 \f "Symbol" \s 10 \h 
A Mission Statement is a written statement of what needs to be done now “to get the beer out effectively”, and at the same time crafted to inspire employees to commit to the organization’s vision.

 SYMBOL 183 \f "Symbol" \s 10 \h 
A Mission statement addresses four basic questions:

 SYMBOL 183 \f "Symbol" \s 10 \h 
Who are you?

 SYMBOL 183 \f "Symbol" \s 10 \h 
What do you do?

 SYMBOL 183 \f "Symbol" \s 10 \h 
For whom do you do it?

 SYMBOL 183 \f "Symbol" \s 10 \h 
Why you do it?




	Example of a Mission Statement
	Provide innovative technology solutions to enable the NRO to revolutionize global reconnaissance.


Continued on next page

XXX’s Core, Continued

	Core Values
	What do core values mean?

 SYMBOL 183 \f "Symbol" \s 10 \h 
Core values are an organization's essential and enduring tenets.

 SYMBOL 183 \f "Symbol" \s 10 \h 
A small set of timeless guiding principles, core values require no external justification; they have intrinsic value and importance to those inside the organization.

 SYMBOL 183 \f "Symbol" \s 10 \h 
Core Values do not change with operating practices, business strategies, or cultural norms.

 SYMBOL 183 \f "Symbol" \s 10 \h 
Values must stand the test of time!  They are timeless.

Key questions to ask when defining core values.

1. If the circumstances changed and penalized us for holding this value, would we still keep it?

 2. Would this value in ten years still make a hoot of difference in our markets?

 3. Would we still keep this value, no matter how the world around us changed?

 4. If you awoke tomorrow with enough money to retire for the rest of your life, would you continue to live by this value?

 5. Would you hold this value if it became a competitive disadvantage for you?

 6. If you started a new business, would you build this value into your new organization?

 7. Would you keep this value for a hundred years regardless of changes in the external environment - even if the environment ceased to reward or even penalized you for having this value?

 8. Would you change or discard this value if the environment no longer favored this value?


	Example of Core Values
	1. Integrity is our foundation

2. We are guided by a pioneering spirit of risk-taking, intuition, and perseverance.

3. We have the courage to grow as leaders and learners.

4. We believe in the value of one and the power of all.


Continued on next page

XXX’s Core, Continued

	Value Driven
	What does it mean to be value driven?  

 SYMBOL 183 \f "Symbol" \s 10 \h 
I firmly believe that any organization, in order to survive and achieve success, must have a sound set of beliefs on which it premises all its policies and actions

 SYMBOL 183 \f "Symbol" \s 10 \h 
I believe that the most important single factor in corporate success is faithful adherence to those beliefs

 SYMBOL 183 \f "Symbol" \s 10 \h 
I believe that the real difference between success and failure in a corporation can a very often be traced to the question of how well the organization brings out the great energies and talents of its people.

 SYMBOL 183 \f "Symbol" \s 10 \h 
I believe that values must always come before policies, practices, and goals. The latter must always be altered if they are seen to violate fundamental beliefs.


	BHAGs
	The envisioned future captures a Big Hairy Audacious Goal (BHAG)

 SYMBOL 183 \f "Symbol" \s 10 \h 
It is a far reaching huge daunting challenge (5 to 10, even 10-30 years out) 

 SYMBOL 183 \f "Symbol" \s 10 \h 
Includes a vivid description of what it will be like to achieve the goal

 SYMBOL 183 \f "Symbol" \s 10 \h 
Includes a set of initiatives to help you get there.

 SYMBOL 183 \f "Symbol" \s 10 \h 
It is a clear and compelling, serve as a unifying focal point of effort, and acts as a catalyst for team spirit.

 SYMBOL 183 \f "Symbol" \s 10 \h 
It has a clear finish line, so the organization can know when it has achieved the goal.

 SYMBOL 183 \f "Symbol" \s 10 \h 
It engages people -- reaches out and grabs them.

 SYMBOL 183 \f "Symbol" \s 10 \h 
It is tangible, energizing, highly focused.  People get it right away; it takes little or no explanation.

 SYMBOL 183 \f "Symbol" \s 10 \h 
It will have perhaps only a 50% to 70% probability of success.

 SYMBOL 183 \f "Symbol" \s 10 \h 
It should require extraordinary effort and perhaps a little luck but the organization must believe that it can reach the goal anyway.

 SYMBOL 183 \f "Symbol" \s 10 \h 
Identifying core ideology is a discovery process, but setting the envisioned future is a creative process.

 SYMBOL 183 \f "Symbol" \s 10 \h 
What’s needed is such a big commitment that when people see what the goal will take, there’s an almost audible gulp.

· There are four broad categories to think about when creating BHAGs: target, common-enemy, role model and internal-transformation.


Continued on next page

XXX’s Core, Continued

	BHAGs Vivid Story
	Questions to consider when writing a vivid description of a BHAG are:

We’re sitting here in 20 years;

 SYMBOL 183 \f "Symbol" \s 10 \h 
What would we love to see?

 SYMBOL 183 \f "Symbol" \s 10 \h 
What should this organization look like?

 SYMBOL 183 \f "Symbol" \s 10 \h 
What should it feel like to employees?

 SYMBOL 183 \f "Symbol" \s 10 \h 
What should it have achieved?

 SYMBOL 183 \f "Symbol" \s 10 \h 
If someone writes an article for a major business


  magazine about this organization in 20 years, what will it say?


	Initiatives
	Initiatives are broad strategies to help you get there in terms of the BHAG.


	Example of a BHAG
	Launch and maintain an NRO University through design and implementation of world-class corporate training, education, and employee development program.



	Example of a Vivid Story
	The NRO university will have its own identity and management structure, be virtual in its capability to deliver distance learning world-wide, provide real-time education/training at various sites globally, and provide multi-media CBT at the desk of the customer when they desire it.  It will deliver state-of-the-art CBET and be considered the premiere consultant on organizational transformation issues and be staffed with seasoned professionals in the field of adult education and the Intelligence Community business.




	Example of a set of Initiatives for a BHAG
	· Initiative 1: Benchmark other "world-class" universities and "best practices" organizations to determine how they meet or exceed customer expectations.

· Initiative 2: Obtain Senior Management commitment, space and funding for Virtual University concept.

· Initiative 3:  Pull in individual INT training programs and incorporate into corporate training

· Initiative 4: Develop and implement Business Plan and Logistics Plan.


Continued on next page

XXX’s Core, Continued

	Code of Conduct
	The code of conduct describes the expected behaviors to be modeled by everyone concerning the core values established.

 SYMBOL 183 \f "Symbol" \s 10 \h 
It is to be visibly imaged throughout the organization.

 SYMBOL 183 \f "Symbol" \s 10 \h 
Those that demonstrate such behavior are to be supported and reinforced.

 SYMBOL 183 \f "Symbol" \s 10 \h 
Those who do not are to be given immediate and constructive feedback




	Bill of Rights
	The Bill of Rights documents the inherent rights that organizational members are entitled to demonstrate without any concern for recrimination. 

 SYMBOL 183 \f "Symbol" \s 10 \h 
It too is to be visibly imaged throughout the organization.




	Management Philosophy
	The management philosophy incorporates two components:

(1) the boundary rules for operating the organization and

(2) the rules for engagement ( see Dr. Sheinberg’s series of articles on adhocracy published by the Center for Life Cycle Sciences


	Boundary Rules
	Strawman boundary rules to be  potentially considered are:

1. Creativity – an organization designed to enhance and facilitate paradigm shifts and paradigm pioneering (supports continuous organizational learning)

2. Flexibility – an organization and workforce that can be developed and deployed “as needed”

3. Connectivity – an organization designed around relationships, networks, “wholes.”

4. Diversity – an organization that will design and redesign itself by producing the dissimilar, rather than reproducing the similar.

5. Future Pull - an organization “pulled” by its future potential (rather than pushed by the past).

 


Continued on next page

XXX’s Core, Continued

	Rules of Engagement
	Strawman rules for engagement to be potentially considered are:

Rule 1: Hierarchy is out – Fluid is in!  Cellular growth inside the organization is reinforced and supported.

Rule 2: Functions are out!  Processes are in! Connecting relationships is up!

Rule 3: The whole is bigger than the sum of its parts.  Systemic thinking paves the way to optimize the whole.

Rule 4: Relationships are key.  Interface, partnering, collaborations unlock organizational success.

Rule 5: No more heroes. Teamwork works within an effective collaborative individualism environment!

Rule 6: Employees are volunteers, not hostages.  Recognize and utilize the full value of people.

Rule 7: Expect exceptional performance from everyone not perfection.  We get what we expect – we expect the best.

Rule 8: The organization is no longer the center of the universe.  The customer is the center of the universe.

Rule 9: Challenge business as usual.  Change, innovation and continuous improvement are the alpha and omega of the dynamic organization.

Rule 10: Leadership is critical for “order.”  Leadership provides vision, focus and diversity for a fluid, flexible and dynamic organization.

Rule 11: Quality is a necessity.  Doing the right thing, right, at the right time.

Rule 12: Empowerment determines managerial success. All people have the right, the responsibility and the accountability to serve the customer first.

Rule 13: Communication is at the core. Silence is no longer golden.  Everyone has the right to be heard.

Rule 14: The changing organization is a learning organization. Learning is to change as blood is to life.

Rule 15: Lovers of change win!! Change is the name of the game.


Developing A Common Frame Of Reference For Goal Setting

Setting the Stage for Strategic Thinking

	Objective
	XXX senior leadership is to develop a common frame of reference and develop a sense of clarity as to XXX’s strategic visionary focus.  The intent is to:

· generate creativity/stretch one’s thinking

· gain insights/challenge pre-existing perceptions/create foresight


	Overview
	The approach plan to developing strategy can take one of two forms:

1. Take a top-down approach of first defining what constitutes strategy and then setting strategic goals that fit that road map.

2. Take a bottoms-up approach of first defining a set of interrelated strategic goals to which surfaces some common strategy theme.

The method that the XXX is going to pursue needs to be decided.


	Overarching Question
	· Where should the XXX be headed?

· Core thoughts to reflect on are:

· Does the XXX vision transmit this message?

· Does the XXX mission transmit how to get there?

· Do XXX core values support the type of organizational culture desired?


	Key Follow-on Questions
	Trying to answer this deceptively simple and straightforward basic question leads to more specific questions.

1. What is XXX strategy?

2. How is XXX strategy different from and related to long-range planning and operational decision making?

3. What determines the scope of XXX products and/or services offered and its associated markets?

4. What are the future strategic options?

5. How do these compare with where the XXX is headed now?

6. How does the XXX senior level leadership make sure strategy drives the operations of the XXX?


Continued on next page

Setting the Stage for Strategic Thinking, Continued

	What is strategy?
	The XXX’s future self-direction - what it wants to be - and its planning and operational decision making - how it gets there - are related but separate dimensions.

· Strategy means the nature and direction that the XXX wants to take.

· Strategy should provide a picture of XXX, as it wants to look in the future.

· Strategy is vision directed at what the XXX should be, and not how the XXX will get there.

· Strategy is defined as:

· The framework that guides those choices that determines the nature and direction of the XXX.

· Those choices relate to the scope of the XXX’s products and services, its markets (customer base), key capabilities, growth, cost effectiveness, and allocation of resources.




	The strategy -operations relationship
	The relationship between strategy and operations can be illustrated as follows:

Consider-- Where does the XXX fall today?  Where will it be tomorrow?





What



             Strategy
	How
	Clear
	Unclear

	Operationally Effective
	I

Clear Strategy and effective operations have equaled success in the past and will in the future.
	II

Unclear strategy but effective operations equaled success in the past, but success is doubtful in the future.

	Operationally Ineffective
	III

Clear strategy but ineffective operations have sometimes worked in the past for the short run, but increasing demands from the customer base make successes doubtful in the future.
	IV

Unclear strategy and ineffective operations equal failure in the past and will in the future.


Continued on next page

Setting the Stage for Strategic Thinking, Continued

	Strategy versus long range planning
	“Letting long-range planning set your strategy is very much like choosing an excellent course of action to treat an incorrectly diagnosed problem.”

Here is why:

1. Long-range plans tend to be based on projections of current operations into the future.

2. The extrapolation from the present operations occurs despite efforts not to do so.

3. Typically, long-range plans are set in financial terms.

4. Long-range plans are built up from the lowest levels, where information exists to make projections.

5. Long-range plans tend to be overly optimistic.

6. Long-range planning tends to use data about the environment, the economy, technological change, and socio-political events basically as a guide for determining how optimistic or pessimistic to make the long range product and market projections.

7. Long-range plans tend to be inflexible.

8. Long-range planning is really more short-range than anyone cares to admit.


	Essential ingredients for strategic thinking
	The most critical strategic need for XXX senior management to address is the separation of strategic thinking from long-range planning and operations.

Three other important needs are:

· the need for focus

· the need for congruence

· the need to respond strategically to change




	What is the XXX’s Strategic IQ?
	How does the XXX stack up against the following questions? Reevaluate again, after some period of time.  Do it again a year from now.













 Mark with X

	Questions
	Yes
	No

	1.  Has the XXX’s senior leadership consciously determined what it wants the organization to be – the nature and direction of the business – over the next few years?
	
	

	2.  Do you know the specifics of the XXX’s strategy?
	
	

	3.  Would each XXX senior leader share the same vision of the XXX’s future strategic direction?
	
	


Continued on next page

Setting the Stage for Strategic Thinking, Continued

 








Mark with X
	Questions cont.
	Yes
	No

	4.  Is the XXX strategy sufficiently clear so you and the senior leadership around you can readily agree upon what new products, services, and markets the XXX strategy would include and exclude?
	
	

	5.  Is the XXX statement of strategy used for making future product/services and market choices? (As opposed to making such choices solely on the basis of cost effectiveness analysis, manpower availability, skills required, and the like.)
	
	

	6.  Are the XXX strategic deliberations held separately from its long-range planning efforts?
	
	

	7.  Is the XXX future strategy clearly determining what you plan, project, and budget? (As opposed to the XXX plans, projections, and budgets determining its strategy.)
	
	

	8.   Are the assumptions you generate about the environment used for setting strategy?  (As opposed to their being used mainly as a basis for long-range planning projections.)
	
	

	9.  Is the XXX future strategy clearly determining its decisions relating to acquisitions, resource allocation, new business areas, and new systems?
	
	

	10.  Do the XXX’s Business Units have clear, stated strategies?
	
	

	11. Do XXX’s Business Unit’s departments have clear, stated strategies?
	
	

	12. Do the Business Units strategies in XXX fully support the TASC corporate strategy?
	
	

	13. Do the business units’ departments’ strategies in XXX fully support the TASC corporate strategy?
	
	

	14.  Is the overall performance of the XXX and its Business Units and associated departments reviewed on both strategic accomplishment and operating results?
	
	

	
	


	Concept of Driving Force
	An equally important theme to that of separating strategic from long-range planning is the need for an approach: a central or unifying concept to guide strategy setting at all levels of the XXX.

· This concept is called Driving Force - a central “hook” which can serve as a basis to develop a strategic framework.

· Driving Force is defined as the primary determiner of the scope of future products, services, and markets.

· The Driving Force and the product/service and market scope (customer base) it suggests provide the basis for defining the other choices in the strategic profile.


Continued on next page

Setting the Stage for Strategic Thinking, Continued

	Strategic Framework
	· The Strategic Framework is composed of:
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	Time frame for developing driving force and strategic framework
	· The driving force and strategic statement must be developed within a specific future time frame.

· The following criteria help establish that time frame:

1. Lead time for product development and service establishment

2. Market trend

3. Rate of change in customer needs and preferences

4.  Rate of technological change

5.  Budgeting intensity – degree of flexibility

7. Rate of social, political, economic change

8. Product/Service life cycle


	Relationship of strategic vs. long-range vs. operational (short-range) goals
	· Three types of goals are important and each is interrelated:

1. Strategic

2. Long-range

3. Operational 




Continued on next page

Setting the Stage for Strategic Thinking, Continued

	Relationship of strategic vs. long-range vs. operational (short-range) goals, cont.
	· The following table illustrates the basic differences between strategic, long-range and operational goals. 

· The XXX is to concentrate on the strategic goal setting and at some future time link long-range and operational goals.

· Goals in general are defined in terms of meeting some future macro or micro expectation.

· Goal setting composition typically is formatted along the following guidelines:

· Starts with the infinitive “To”.

· Followed by an action verb “e.g., become”.

· Describes some desired result or outcome state “e.g., the information architecture for the intelligence community”. 

· Notes a set of performance based factors to measure level of success “e.g., to insure timely, user-friendly and fused intelligence.

· Notes a time element for target start date “e.g., management plan will be developed by 3rd quarter 1997.” 


	Type of Goal
	Description

	Strategic
	Emphasis is on what not the how of where the XXX needs/wants to be in the future regarding its future products/services and market scope. Supports vision accomplishment.

· Example – To expand the XXX’s business technology efforts to the commercial sector by establishing an aggressive marketing group, and using it as the focal point to perform this function; initiated by 2nd quarter 1997.

	Long-range
	Emphasis is on how XXX will accomplish getting there in the near and far term -- normally bounded by greater than a one year outlook.  Supports mission effectiveness.

· Example -- To judge the XXX’s business unit’s performance based on meeting expected outcomes in “accomplishing business plan”; fully operational by 2nd quarter 1998. 

	Operational
	Emphasis is on the here and now to be successful in one’s current everyday business.

· Example -- To improve the XXX’s financial reporting and product/service costing to provide more accurate and timely information for cost effective resource allocation and utilization; management plan instituted by 2nd quarter of 1997.


Continued on next page

Setting the Stage for Strategic Thinking, Continued

	Helpful  terminology
	Key terms to keep in mind are:

1. Products are whatever the XXX offers to the markets it serves, including ongoing support and maintenance.  Products are defined on the basis of common characteristics such as functions performed, customer needs satisfied, size or form, durability, etc.

2. A market is a group of current or potential end users that share common needs.

3. Scope is defined as a set of common characteristics, which describes the extent or boundary within which future product, geographic market, and market segment choices are made.


	Postscript editorial
	· The challenge to the XXX senior leadership is how to remain strategically focused.  This point paper recommends:

1. Separating strategic from long-range and operational perspectives.

2. Determining an overriding driving force to guide the conditionally related perspectives.

3. Making sure that the driving force and strategic framework are bound by a time frame based on a predefined set of criteria.

· Without an explicit understanding of Driving Force, guidance for the XXX’s future product/service choices will mainly come from two sources:

· First, by reviewing past product/service and market decisions, some sort of logic can be devised and applied to future product/service and market decisions.

· Second, the XXX can make future product/service and market decisions based on operational criteria.

· The sum total of those decisions becomes your strategy – hardly a effective way to set strategy!  

· Can the XXX remain focused so that the future product/service and market scope is delineated, is well articulated, and has agreement about what is driving the future of the XXX?

· The XXX needs to generate from the strategic goals and a commonly agreed upon Strategy that sets the future direction and framework for accomplishing the XXX’s vision.


Strategic Planning Perspective

	Profile of General Strategy
	There are many models that can be developed to illuminate a strategic profile. Each perspective is described further in its own section.  These three intersecting approaches are:
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Vector One - Choose Your Customers and Narrow Your Focus

	Customer Value
	Customer value is the sum of benefits received minus the costs incurred by the customer in acquiring a product or service.

Three tiers of Customer Value

 SYMBOL 183 \f "Symbol" \s 10 \h 
T-2 Best Products

 SYMBOL 183 \f "Symbol" \s 10 \h 
T-3 Best Total Solution

 SYMBOL 183 \f "Symbol" \s 10 \h 
T-1 Best Total Cost




Continued on next page

Vector One - Choose Your Customers and Narrow Your Focus, Continued

	Being on the Cutting Edge
	 SYMBOL 183 \f "Symbol" \s 10 \h 
Different Customers buy different kinds of value.  You can’t hope to be the best in all dimensions, so choose your customers and narrow your focus.

 SYMBOL 183 \f "Symbol" \s 10 \h 
As value standards rise, so do customer expectations; so you can stay ahead only by moving ahead.

 SYMBOL 183 \f "Symbol" \s 10 \h 
Rules:

 SYMBOL 183 \f "Symbol" \s 10 \h 
Provide the best offering in the marketplace by excelling in a specific dimension of value.

 SYMBOL 183 \f "Symbol" \s 10 \h 
Maintain threshold standards on other dimensions of value.

 SYMBOL 183 \f "Symbol" \s 10 \h 
Dominate your market by improving value year after year.

 SYMBOL 183 \f "Symbol" \s 10 \h 
Build a well-tuned operating model dedicated to delivering unmatched value.


	Focus on Customer Partnership
	 SYMBOL 183 \f "Symbol" \s 10 \h 
Getting to know your customers inside and out

 SYMBOL 183 \f "Symbol" \s 10 \h 
Anticipate their needs

 SYMBOL 183 \f "Symbol" \s 10 \h 
Look for opportunities

 SYMBOL 183 \f "Symbol" \s 10 \h 
Be considered “Best Value”

 SYMBOL 183 \f "Symbol" \s 10 \h 
Excel at “Best Total Solution”


	Focus on Operational Excellence
	 SYMBOL 183 \f "Symbol" \s 10 \h 
Emphasis on Quality

 SYMBOL 183 \f "Symbol" \s 10 \h 
Emphasis on Cost

 SYMBOL 183 \f "Symbol" \s 10 \h 
Emphasis on Schedule

 SYMBOL 183 \f "Symbol" \s 10 \h 
Emphasis on Just in Time for Production and Service

 SYMBOL 183 \f "Symbol" \s 10 \h 
Excel at “Total Best Cost”


	Focus on Product Leadership
	 SYMBOL 183 \f "Symbol" \s 10 \h 
Technology Driven

 SYMBOL 183 \f "Symbol" \s 10 \h 
Breaking the Paradigm

 SYMBOL 183 \f "Symbol" \s 10 \h 
Innovation – The Key

 SYMBOL 183 \f "Symbol" \s 10 \h 
Always Being on the Cutting Edge

 SYMBOL 183 \f "Symbol" \s 10 \h 
Excel at “Best Products on the Market”


Vector Two - Attitude Sets on Five Technology Regions of the Future “The Coming Supershift”

	Region One

Super/Mega Technology
	Operating Rules for Super Technology

 SYMBOL 183 \f "Symbol" \s 10 \h 
Superabundance is just around the corner

 SYMBOL 183 \f "Symbol" \s 10 \h 
Science and Technology, given the time and money, can solve all problems

 SYMBOL 183 \f "Symbol" \s 10 \h 
It is time for humans to supplant evolution with our own devices

 SYMBOL 183 \f "Symbol" \s 10 \h 
Given the choice, humans always take leisure over work



	Examples
	Examples are:

 SYMBOL 183 \f "Symbol" \s 10 \h 
Laser Fusion

 SYMBOL 183 \f "Symbol" \s 10 \h 
Single Stage to Orbit

 SYMBOL 183 \f "Symbol" \s 10 \h 
Industrializing Outer Space


	Region Two

Limits Technology
	Operating Rules for Limits Technology

 SYMBOL 183 \f "Symbol" \s 10 \h 
Scarcity is just around the corner

 SYMBOL 183 \f "Symbol" \s 10 \h 
Science and Technology are Faustian contracts

 SYMBOL 183 \f "Symbol" \s 10 \h 
Mother Nature knows best

	Examples
	Examples are:

 SYMBOL 183 \f "Symbol" \s 10 \h 
Computer Simulations

 SYMBOL 183 \f "Symbol" \s 10 \h 
Mag Lev Rocket Launcher

 SYMBOL 183 \f "Symbol" \s 10 \h 
Communications Substitution


	Region Three Appropriate Technology
	Operating Rules for Appropriate Technology

 SYMBOL 183 \f "Symbol" \s 10 \h 
There is sufficient unto everyone’s needs

 SYMBOL 183 \f "Symbol" \s 10 \h 
Science and Technology are okay as long as they are ecological

 SYMBOL 183 \f "Symbol" \s 10 \h 
Humans are the shepherds of nature

 SYMBOL 183 \f "Symbol" \s 10 \h 
Humans need to work in order to be fully human

	Examples


	Examples are:

 SYMBOL 183 \f "Symbol" \s 10 \h 
Windmills

 SYMBOL 183 \f "Symbol" \s 10 \h 
Wave Power

 SYMBOL 183 \f "Symbol" \s 10 \h 
Working at Home

 SYMBOL 183 \f "Symbol" \s 10 \h 
Adobe brickmaking machine


Continued on next page

Vector Two - Vector Two - Attitude Sets on Five Technology Regions of the Future “The Coming Supershift”, Continued

	Region Four

Bio Technology
	Operating Rules for Bio Technology

 SYMBOL 183 \f "Symbol" \s 10 \h 
All human needs can be grown biologically

 SYMBOL 183 \f "Symbol" \s 10 \h 
Nature has already solved our problems, our job is to find her solutions

 SYMBOL 183 \f "Symbol" \s 10 \h 
Our relationship with nature should be a coequal partnership

 SYMBOL 183 \f "Symbol" \s 10 \h 
Our work is to learn to live well with nature

	Examples
	Examples are:

 SYMBOL 183 \f "Symbol" \s 10 \h 
DNA computing

 SYMBOL 183 \f "Symbol" \s 10 \h 
Fractals – economist

 SYMBOL 183 \f "Symbol" \s 10 \h 
Plant Plastics

 SYMBOL 183 \f "Symbol" \s 10 \h 
Tropical forest value


	Region Five

Human Technology
	Operating Rules of Human Technology

 SYMBOL 183 \f "Symbol" \s 10 \h 
The real needs of humans are not material

 SYMBOL 183 \f "Symbol" \s 10 \h 
Science and Technology are only now learning to measure Human Technology

 SYMBOL 183 \f "Symbol" \s 10 \h 
God/Nature has endowed humans with extraordinary powers

 SYMBOL 183 \f "Symbol" \s 10 \h 
The real work of humans is to know ourselves

	Examples
	Examples are:

 SYMBOL 183 \f "Symbol" \s 10 \h 
Biofeedback

 SYMBOL 183 \f "Symbol" \s 10 \h 
Wellness

 SYMBOL 183 \f "Symbol" \s 10 \h 
Mapping the human genome

 SYMBOL 183 \f "Symbol" \s 10 \h 
Micro Loans


	Perspectives of Five Regions
	 SYMBOL 183 \f "Symbol" \s 10 \h 
Human Technology permeates throughout the other four 

 SYMBOL 183 \f "Symbol" \s 10 \h 
Pervasive Technology used across all five regions (a universal tool)

 SYMBOL 183 \f "Symbol" \s 10 \h 
Computers, Nanotechnology, chaos science, carbon fiber materials, satellite communications

 SYMBOL 183 \f "Symbol" \s 10 \h 
Hybrid Technology best of all worlds, least likely road

 SYMBOL 183 \f "Symbol" \s 10 \h 
Principle of Exclusion

 SYMBOL 183 \f "Symbol" \s 10 \h 
Can’t do all things

 SYMBOL 183 \f "Symbol" \s 10 \h 
Once you start investment it excludes the other alternatives

 SYMBOL 183 \f "Symbol" \s 10 \h 
Conclusion

 SYMBOL 183 \f "Symbol" \s 10 \h 
Which future will we get?

 SYMBOL 183 \f "Symbol" \s 10 \h 
Which one do you want?


Vector Three - Nine Strategic Business Acumen Areas

	Products/ Markets
	 SYMBOL 183 \f "Symbol" \s 10 \h 
Products Offered – Will continue to produce and deliver products similar to those it has

 SYMBOL 183 \f "Symbol" \s 10 \h 
Market Needs – Will provide a range of products to fill current and emerging needs of its customer groups it serves.

	Capabilities
	 SYMBOL 183 \f "Symbol" \s 10 \h 
Technology – Offers only products or services that emanate from or capitalize on its technology capability.

 SYMBOL 183 \f "Symbol" \s 10 \h 
Operational Capability – Offers only those products that can be made or developed using its production/service know-how, processes, systems, and equipment

 SYMBOL 183 \f "Symbol" \s 10 \h 
Method of Sales – Will determine the products it provides on the basis of the way customers or users are convinced to buy its products.

 SYMBOL 183 \f "Symbol" \s 10 \h 
Method of Distribution – Will determine the products it sells based on the way products reach the customer.

 SYMBOL 183 \f "Symbol" \s 10 \h 
Resources Availability – Will determine its products based on conservation of its natural resources



	Results
	 SYMBOL 183 \f "Symbol" \s 10 \h 
Size/Growth – Will determine its products based on its desire to become larger or smaller

 SYMBOL 183 \f "Symbol" \s 10 \h 
Cost Effectiveness – Will determine its products from its desire for specific levels of return/profit or cost effectiveness.


Ten Types of Business Concerns for Tactical Planning

	Business Concerns
	 SYMBOL 183 \f "Symbol" \s 10 \h 
Managerial/Leadership – Vision, values, consistency of management and supervisory guidance

 SYMBOL 183 \f "Symbol" \s 10 \h 
Organization – Structure/design/systems/evaluation/info flow/comm.

 SYMBOL 183 \f "Symbol" \s 10 \h 
Operations – Policies, processes, procedures, functions, and activities

 SYMBOL 183 \f "Symbol" \s 10 \h 
Strategic – Mission, roles, national and international implications

 SYMBOL 183 \f "Symbol" \s 10 \h 
Customer Needs – Expectations/satisfaction of services and products

 SYMBOL 183 \f "Symbol" \s 10 \h 
Supplier Interactions – Information gathering, quality and timeliness of resources to do job, coopting, JIT inventory

 SYMBOL 183 \f "Symbol" \s 10 \h 
Human Resources – Education, training, human relations, career management

 SYMBOL 183 \f "Symbol" \s 10 \h 
Quality of Work-Life – Ergonomics, environmental climate

 SYMBOL 183 \f "Symbol" \s 10 \h 
Resourcing – Budgetary, manpower, and equipment

 SYMBOL 183 \f "Symbol" \s 10 \h 
Marketing and Public Relations – Knowing your market, alliances, partnerships, sensitivity to special interest groups.


Using the Balance Score Card

Translating Vision/Strategy into Action

	Strategy Revisited/ Relationship to Balanced Scorecard


	· The Balanced Scorecard translates vision and strategy into a tool that effectively communicates strategic intent and motivates and tracks performance against the established goals. It is used to not only clarify and communicate strategy, but also to manage strategy.  

· The Balanced Scorecard is primarily a mechanism for strategy implementation, not for strategy formulation.

· Kaplan and Norton’s Balanced Scorecard approach is adaptable to framing strategy as espoused by either Michael Porter‘s or Benjamin Tregoe’s widely followed corporate strategy texts.

· Strategy can be:

1. Choosing the market and customer segments that the organizational unit intends to serve.

2. Identifying the critical internal business processes that the organizational unit must excel at to deliver the value propositions to customers in the targeted market segments

3. Selecting the individual and organizational capabilities required for the internal, customer, and financial  goals or

· Strategy can be:

1.  Defining key areas of interest from three broad categories

· Products/Markets, Capabilities, and Results

       2.  Determining which area is most decisive   

 3.  Exploiting unique capabilities, resources and core competencies based on a review of these categories.

	
	


	Balanced Scorecard Perspectives
	Within the context of using the Balanced Scorecard in the public arena, the four following questions need to be addressed.

1. How do our Customers see the XXX? (Customer Perspective)

2. How does the XXX look to our stakeholders? (Financial Perspective)

3. What must the XXX excel at? (Internal Perspective)

4. How can the XXX continue to improve and create value (Workforce Perspective)?


Continued on next page

Translating Vision/Strategy into Action, Continued

	Advantages of the Balanced Scorecard
	The Balanced Scorecard gives senior leadership information from four different perspectives, while minimizing the number of measures used.

· It forces senior managers to focus on the handful of measures that are most critical to accomplishing strategically defined goals.

· It forces senior managers to consider all the important operational measures together letting them see whether improvement in one area was achieved at the expense of another.

· It brings together on a single management report many disparate elements of the XXX’s competing business units.


	Critical question to be addressed
	“ If I succeed with my vision and strategy, how will the XXX’s performance differ for stakeholders, customers, for internal business processes and for my ability to innovate, grow and improve?”

· Answering this question leads to the definition of the key success factors.


	Recognizing a “good” Balanced Scorecard
	A good Balanced Scorecard should tell the story of the XXX’s strategy.

· Three criteria help determine if performance measures do, in fact, tell the story of the XXX’s strategy.

1. Cause and effect relationships - Every measure selected for a Balanced Scorecard should be part of a chain of cause and effect relationships that represent the strategy.

2. Performance Drivers - Measures common to most organizational units are known as “core” or “lag” indicators.  The drivers of performance are called “lead” indicators and tend to be unique because they reflect what is different about strategy.

· A good balanced scorecard should have a mix of lead and lag indicators

3. Linked to Financials - With the proliferation of change programs underway in most organizations today, it is easy to become preoccupied with a goal such as quality, customer satisfaction or innovation.  While these goals are frequently strategic, they also must translate into measures that are linked to financial indicators.

· Within the context of the public sector, linkage could be made based on unit cost per output (efficiency) or unit cost per outcome (effectiveness)


Continued on next page

Translating Vision/Strategy into Action, Continued

	Key Terms
	Key terminology employed in applying the Balanced Scorecard are:


	Term
	Description

	Vision
	Describes the ultimate goal 

	Strategy
	Is a shared understanding about how the vision is to be reached

	Balanced Scorecard
	Provides a medium to translate the vision and strategy into a clear set of linked goals

	Perspectives
	Strategic domains or areas of concentration that commonly are considered as critical factors in guiding the organization to be successful in reaching the vision 

	Goals
	Are defined in terms of meeting some future macro or micro strategic expectation

· These expectations are then further translated into a system of performance measurements that effectively communicate a powerful, forward-looking, strategic focus to the organization

	Strategic Measures

· Lag Indicators

                  (objective in nature)

                  (typically quantitative)

· Lead Indicators

                  (subjective in nature)

                  (performance drivers)

                  (typically qualitative)
	Those that define a strategy designed for competitive advantage

· Outcome measures common across many organizational units that emphasize past performance

· Performance measures that seek new, breakthrough organizational behaviors


Continued on next page

Translating Vision/Strategy into Action, Continued

	Key Terms (continued)


	Term
	Description

	Diagnostic Measures
	Those measures that monitor whether the business remains in control and can signal when unusual events are occurring that require immediate attention – relevant to everyday business but not purposeful for strategic focus

	Stretch Targets
	Includes a projected time frame to reach a specified level of output and/or outcome; is representative of a discontinuity in organizational unit performance

	Strategic Initiatives
	Directed actions that are perceived as radically needed improvements to attain the expected strategic measures of a given goal


	Balanced Scorecard Template
	The following illustration depicts the key components that need to be determined as one puts together a Balanced Scorecard.


	Perspectives
	Goals
	Performance

Measurements
	Target
	Initiatives


Editorial:  Once components of the template are built and consensus is reached by senior leadership, an integrated management system of action plans to include accountability needs to be instituted and supported at all levels of the organization.

	Potential barriers to managing the Balanced Scorecard
	Four barriers require diffusing and control throughout the implementation of the Balanced Scorecard:

· Vision and strategy are not actionable, i.e., not understood, not committed to and not acted upon.

· Strategy not translated to lowest common denominator of the organization to include individuals and teams.

· Strategy not linked to resource allocation.

· Feedback that is only operational in nature and not strategic in nature.


Potential Lead and Lag Indicators for the Balanced Score Card Perspectives

	Performance Indicators
	The following list are potential lead and lag performance measurements across the Balanced Score Card perspectives.


	Perspective
	Lead Indicator
	Lag Indicator

	Customer
	Customer Satisfaction as a function and mix of:

(1) Product Quality Effectiveness

· Performance

· Features

· Conformance

· Durability

· Aesthetics

· Reliability

(2) Service Quality Effectiveness

· Responsiveness

· Reputation/Image

· Tangibles

· Empathy

· Assurance/trust

· Serviceability

Customer Loyalty as a function of good will spread based on customer perceived value of service, product and cost effectiveness
	1. Market Share

2. Customer Retention

3. Customer Acquisition

4. Customer Cost Effectiveness (Profitability)

5. Customer Complaint Frequency

6. Customer Preference type based on product quality, service quality and price needs 

	Business Processes, Practices
	1. Information systems effectiveness

2. Supplier effectiveness

3. Core, administrative and support processes effectiveness
	1.  On schedule

2.  On budget

3.  Manpower utilization

4.  Waste

5.  Reduced Process Cycle Time

6.  Number of new products and enhancements to existing products introduced 

7.  Reduced defects and defectives


Continued on next page

Potential Lead and Lag Indicators for the Balanced Score Card Perspectives, Continued

	Performance Indicators (continued)


	Perspective
	Lead Indicator
	Lag Indicator

	Innovation, Growth, Workforce
	1.  Managerial/leadership effectiveness 

2.  Organizational Effectiveness

3.  Organizational Culture Compatibility

4.  Education/Training effectiveness as it relates to core current and future job competencies

5.  Team Effectiveness
	1. Employee Retention

2. Employee Return Rate

3. Education and Training attended

4. Nature and type of Degrees for position held

5. Sick leave used

	Stakeholders
	1. Stakeholder marketing effectiveness

2. Responsiveness to Stakeholder complaints
	1.  Stakeholder complaint frequency by type

2.  Stakeholder identification

	Financial
	1.  Resource allocation -- efficiency and economy utility

2.  Resource effectiveness 
	1. Unit cost per output

2. ROI

3. Costs to Budget Deltas over time


Key Performance Measurement Concepts

	Reasons to Measure
	The only value of metrics is to:

1. Hear the voice of the process (like a process control chart)

· To feed the voice back into the process for process improvement

2. Tell our people what is important

3. Collect data that is able to predict (see) the future

If the metrics selected do not meet one of these reasons then the metric serves no meaningful purpose.


	Concept of an output
	A key performance concept is output. An output can be either a product or service or mission accomplishment.  Quantity (how much, the amount) is an output measure.


	Definition
	Example
	Analogy
	Non-example

	A good or service produced
	1. A good would be the production of a new R&D prototype.

2. A service would be the function performed (e.g., delivery approach employed) of getting a new prototype to the sponsor.
	An output is like reaching the final destination without noting the intermediate stops.
	The work performed in making the component parts of the new prototype

or

The different number of activities employed in accomplishing the delivery approach employed


	Measures of output
	There are two faces of output (1) economy and (2) efficiency.  Both are attempting to accomplish the same output (maximizing resource utilization); however, they come at it from a slightly different angle.


Continued on next page

Key Performance Measurement Concepts, Continued

	Type of Output Measure
	Description

	Economy Perspective

Efficiency Perspective
	· Definition:  Producing a specified level of an output at least cost.

· Example:  When you can make the same R&D prototype for $750K instead of $1B.

· Definition:  Maximizing output produced within a specified budget or other resource constraint.

· Example:  Given $1B budget spread across five years,  the R&D prototype is developed without an overrun


	Concept of Outcome
	Another key performance concept is outcome.  Quality is an outcome – the value as perceived by a customer for a good or service received.


	Definition
	Example
	Analogy
	Non-example

	1. The end result of what is expected from a decision or a goal statement.

· The actual yield of an output 
	The proof of principle regarding the R&D prototype is accomplished within budget and on schedule.
	An outcome is like the consequence of what occurs when people invest in the stock market and obtain a predefined return.
	When components of an R&D prototype are added or improved because of their technical interest rather than contribution to mission accomplishment.


	A measure  of an output to outcome is effectiveness
	There is one special measure of output related to an outcome  -- effectiveness.


	Definition
	Example

	The degree to which an output achieves a designated goal.
	75 % of the desired performance and conformance characteristics were accomplished in producing the R&D prototype.


Continued on next page

Key Performance Measurement Concepts, Continued

	A measuring model
	One model of viewing measures is to display a construct based on a 2x2 matrix of concepts of direct and proxy vs. natural and constructed measures


	
	Natural Measure

In general use and common interpretation by all (profit)


	Constructed Measure

Developed for a particular objective (level of security classification, levels of performance)



	Direct Measure

Focuses on the attainment of the objective (profit)


	Like a stock market quote

Net Present Value

Expected Targets Destroyed

Force Closure Time

System Reliability

Probability of Kill

Bandwidth per sec

Revisit time
	Like a survey tool that measures specifically items related to customer satisfaction or a diving score or skating score

Olympic Diving Scoring

System Weather Capability

Target Classes

Project Funding Categories

R&D Project Categories

	Proxy Measure

A substitute or correlated or stand in for the real thing. Focuses on the attainment of an associated objective 
	Gross National Product 

(Economic Growth)

Expected Targets Destroyed

(Time to Win a War)

Number of Subsystems

(System Reliability)

# of tanks killed

(Success in Battle)
	Like a survey tool that measures process control quality – used as an index of customer satisfaction

Performance Evaluation Categories

(Promotion Potential)

Instructor Evaluation Scales

(Instructor Quality)

Student Grades

(Student Learning) 


	Order of preference
	· Part of the art of analysis is evaluation measures must pass the clairvoyance test

 SYMBOL 183 \f "Symbol" \s 10 \h 
The order of value for these types of metrics are:



Continued on next page

Key Performance Measurement Concepts, Continued

	Key customer measures
	 SYMBOL 183 \f "Symbol" \s 10 \h 
There are four types of measures to consider when defining a superior output.

 SYMBOL 183 \f "Symbol" \s 10 \h 
No one measure by itself should be considered when defining a superior output but instead we need to think of a mix of measures.



  





Table of Key Customer Measures

	Types of Issues
	Key Questions

	Quantity Issues
	 SYMBOL 183 \f "Symbol" \s 10 \h 
How much?

 SYMBOL 183 \f "Symbol" \s 10 \h   How many?

	Timeliness Issues
	 SYMBOL 183 \f "Symbol" \s 10 \h 
By When?

 SYMBOL 183 \f "Symbol" \s 10 \h 
Related to what strategies, plans, or events?

 SYMBOL 183 \f "Symbol" \s 10 \h 
How implemented?

 SYMBOL 183 \f "Symbol" \s 10 \h 
How disseminated?

	Cost Issues
	 SYMBOL 183 \f "Symbol" \s 10 \h 
With what financial effects?

	Quality Issues
	 SYMBOL 183 \f "Symbol" \s 10 \h 
To what standards?

 SYMBOL 183 \f "Symbol" \s 10 \h 
Acceptable to whom?

 SYMBOL 183 \f "Symbol" \s 10 \h 
Developed in cooperation with whom? 

 SYMBOL 183 \f "Symbol" \s 10 \h 
Including what features or content?  Using what form, methods, or procedures?

 SYMBOL 183 \f "Symbol" \s 10 \h 
With what results?

 SYMBOL 183 \f "Symbol" \s 10 \h 
With what impact?

 SYMBOL 183 \f "Symbol" \s 10 \h 
On Whom?

 SYMBOL 183 \f "Symbol" \s 10 \h 
At what level of accuracy? 

 SYMBOL 183 \f "Symbol" \s 10 \h 
With what focus?

 SYMBOL 183 \f "Symbol" \s 10 \h 
To what customer requirements?   With what approvals?


	Customer perceived superior benefits
	 SYMBOL 183 \f "Symbol" \s 10 \h 
Typically, customers do not just look at one attribute when defining what constitutes a superior product or service.  More often, they look at a series or mix of factors about the:

 SYMBOL 183 \f "Symbol" \s 10 \h 
Product

 SYMBOL 183 \f "Symbol" \s 10 \h 
Service

 SYMBOL 183 \f "Symbol" \s 10 \h 
Organization

 SYMBOL 183 \f "Symbol" \s 10 \h 
Future expectations


Continued on next page

Key Performance Measurement Concepts, Continued

  


Table of Key Customer Perspectives

	Factor
	Attributes

	Product
	 SYMBOL 183 \f "Symbol" \s 10 \h 
Overall Quality (Conformance to standards)

 SYMBOL 183 \f "Symbol" \s 10 \h  Value-price relationship 

 SYMBOL 183 \f "Symbol" \s 10 \h   Features, either separately or collectively

 SYMBOL 183 \f "Symbol" \s 10 \h   Reliability/Durability

 SYMBOL 183 \f "Symbol" \s 10 \h   Range of features/variety

 SYMBOL 183 \f "Symbol" \s 10 \h   Design/aesthetics

 SYMBOL 183 \f "Symbol" \s 10 \h   Frequency of use of product/service

	Service
	 SYMBOL 183 \f "Symbol" \s 10 \h 
Overall quality

 SYMBOL 183 \f "Symbol" \s 10 \h 
Delivery/Responsiveness

 SYMBOL 183 \f "Symbol" \s 10 \h 
Skill of employees

 SYMBOL 183 \f "Symbol" \s 10 \h 
Complaint handling (Empathy)

 SYMBOL 183 \f "Symbol" \s 10 \h 
Warranties/guarantees

 SYMBOL 183 \f "Symbol" \s 10 \h 
Billing

 SYMBOL 183 \f "Symbol" \s 10 \h 
Repair and service history, including frequency of problems (Serviceability)

	Organization
	 SYMBOL 183 \f "Symbol" \s 10 \h 
Courtesy of Employees (Performance)

 SYMBOL 183 \f "Symbol" \s 10 \h 
Reputation

 SYMBOL 183 \f "Symbol" \s 10 \h 
Ease of communication

 SYMBOL 183 \f "Symbol" \s 10 \h 
Range of products/services

 SYMBOL 183 \f "Symbol" \s 10 \h 
Convey Trust (Assurance)

 SYMBOL 183 \f "Symbol" \s 10 \h  Tangibles (Physical facilities, equipment, appearance of employees)

	Future behavior
	 SYMBOL 183 \f "Symbol" \s 10 \h 
Willingness to recommend products/service

 SYMBOL 183 \f "Symbol" \s 10 \h 
Willingness to buy product/service again


Continued on next page

Key Performance Measurement Concepts, Continued

	Types of Customers
	While mixes of measures are important to consider, we need to be aware that customers can be grouped into four different categories.  Very often a given customer can serve in different capacities or depending upon the situation operate from more than one forum.  Therefore, the same customer may have differential expectations and customer satisfaction requirements depending on the role they operate from.


	Customer Level
	Description

	Level One
	1st Level Customers - Those who you do business with - they use your outputs…they are your “downstream customers”

	Level Two
	2nd Level Customers - Those with whom you have mutual interdependence in producing the outputs for the downstream customer…they are your partners.

	Level Three
	3rd Level Customers - Those employees or persons your work area that make it possible for you to conduct your business/work…these are often your own employees or persons outside the company that make it possible for you to conduct your business.

	Level Four
	4th Level Customers - Those customers that have indirect impact but don’t directly interact with your business, however, are important to your success…they are special interest groups.


Mapping the Relationship between vision, mission, values and strategic formulation/execution

	Business Blueprint 
	The following chart illustrates the relationships between vision, mission, values and strategic formulation/execution of an example organization.



Resource Allocation and Strategic Planning

Strategic Alignment

	Vexing Challenges
	There are two very important challenges facing managerial leaders when it comes to developing and implementing competitive strategies:

 SYMBOL 183 \f "Symbol" \s 10 \h 
The first is to ensure that strategy is not a reflection of the biases (and possibly ignorance) of the senior management team – biases that are likely to be rooted in the organization’s past successes.

 SYMBOL 183 \f "Symbol" \s 10 \h 
Chapters One and Two are intended to keep you from that trap!

 SYMBOL 183 \f "Symbol" \s 10 \h 
The second is to ensure that once an organization has outlined a viable strategy, it allocates resources in a way that accurately reflects the strategy.


Measuring Creative and Practical Problem-Solving

Maintaining a creative focus 

	Overview
	To measure “successful” intelligence, Robert Sternberg has developed a series of questions to help us keep positively focused on creative idea generation.


	Hypothetical situation
	Suppose you have a great new innovative idea – one of the best you’ve ever had.  You are really excited about it!  You think about it, and decide to present it at the XXX offsite.   A group member hates the idea, and gives you three reasons why the idea is a bad one.  You are crushed. 


	What would you do in this situation?
	Provide your answers to the following set of questions.  How do you compare with the “experts” answers (correct answers are in bold).


	Question
	Response Yes
	Response No

	1.  Give up on the idea, at least for now.
	yes
	no

	2.  Immediately present the idea to other members to see the devil’s advocate  reaction.
	yes
	no

	3.  Immediately accept the criticisms, and be glad you have been spared any further embarrassment.
	yes
	no

	4.  Evaluate whether the criticisms are valid, and if they are, use them to improve the idea.
	yes
	no

	5.  Think about ways to communicate the idea more effectively to someone else, then try it on someone else whose opinion you value.
	yes
	no

	6.  Learn that next time you have a great idea, you should keep it to yourself, rather than spouting off the way you did this time.
	yes
	no

	7.  Quickly realize that your devil’s advocate is too unimaginative to value such an innovative idea.
	yes
	no

	8.  Ask your devil’s advocate whether they see any way to improve on the idea.
	yes
	no

	9.  Realize that truly innovative ideas usually get a negative reception initially.
	yes
	no


Deciding which intersecting area is the driver is crucial to developing top management strategy.





The Strategic Statement


Is composed of a description:


of what constitutes the current driving force and what will constitute the future driving force 


the future product/service and market scope


the strategic goals


Driving Force


Future Product/Service Scope


Future Market (Customer Base) Scope








�





�








�
Natural�
Constructed�
�
Direct�
  1�
2�
�
Proxy�
3�
4�
�












PAGE  
9

