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The great big strategy challenge

Robin Speculand
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Implemantation

You b st redunned from e (il two-day iegional laadership meotng, Tho team has
Finalzed the stradagy and the Boand have sigred off on i, All that i lait 1o do &= 1o implemant it

Thi leadership leam spent six months cralting and crystallizing the stralegy with the
assislance of a strabegic consullancy lirm, The imporance of mesponding o the rapid
change in thesr market that kad just ranspired duwe to overseas competition was the nstial
catatyst that propelied ihe leam o revisil e old stirategy, Now aflor six monis of had
discussion, market, competitor, financial and cusiomes analysis the leadership leam is ready
to roll i menw siralegy oul. The hardes] par & over, tight, Wiong!

Today n business, leaders are habilually undessstrmating the challenge of stratigy
implemantation and as such nine out of ten strategy implementations fad

Jusst think about that figure foe 8 moment. Bisons of dollars iwvested in crealing stralegies ane
loal, Milkons ol man hours ang wisbed and hundrads ol thousands idaas evaporale. 1 is a
homendous failure rale thal unbelevably is tolerated around the world. Far too many leaders
can more easdy recall an imglementation that failed - whsther it was stralegy, echnology or
markaling. |t &5 lima to correct this by pulting lhe spolight on mplemeantation

Your can have tha graates! strataqy in the world bad i you can not implement il then it B no
more value than ihe papes it = wrillen on

One of the larpest conirboting factons o the high number of [ailed mplementations is that
when eadars rabum bo thewr offices aller creating their challenge, they are commonly beft on
e o b0 work oul how (o imgkement i, They must figune out how fo infonm e peophs in hair
divisaon of the immineni chamges; explain what needs fo change and wimy; review the way lhe
ieam iz working and the curmeni resards and recognition o ensune il Supporis the now
slralégy, motvala thair people; assess the currenl maasures being usad and report back o
e P, 1) 5 @ multibude o acteeties thal Sieabes & mase Nl mady lesters et ksl n
What thery nead is a compass to guide them through this implemeantation maza

The “implementation Compass™"™ B a tood that provides you with the structure for you
sirabegy bo rmake i come alve, Insieed of wandssng amiessly thiough the mpssmentation
mza it aliows you 1o assess your mplementation readiness and dentify the key aneas to

tackle. It has been developed by Bridges Business Consuftancy Inl. {the comgusny | work for)
afiar five years of research and iesling with chents around the woeld |sea Figure 1}

® Tha Implamantalion Compass™ works for both small and large organizations
® Allows you 10 assess your current status in prepanng o implemeant,

® The Compass guides leaders through the eighl crilical elemenis. The degree ol
mportance of each componenl vanes for each organizabon. For exampla, one
arganization may spand more tima on maaswement whils ancther incuses more on
COMTATREALIon,

m The Compass helps your organization maniain momenium thaoughoul ils journay
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Figure 1 The Implamentabhon Compss

In the Februany 2005 HBA Interview with Heinrich von Peecar, Siamans CEQ, iy with dskid,
“How dio you know whens 1o bagin when ransfoeming 8 company?'" You have to do a lot of
things ol once. Thai is an imporant idea. You cannol ransform a company along ong
dimansion. You hawve to work an ail ol them at (hg sama lime and in 8 coferent manner.”™

implementation is not a singla decision or aclion bud & chester of Structured and sustaned
activities ovar a parod of tma.

Bolow iz a description of the eight efements of tha Implamendation Compass and key
questions (o consider balors embddking on your i pHEnenTalion oy
Eight critical componants

1. Pecple It s mod laadarshap that implémdents Strabdgy Dul people.
Ouestians o congider Do you have the nght caliber of people? Do they have tha
competencies 10 exacute the new sirategy? And they motivated 1o do so?

2 Biz Casa Tha amalional and numarical rational ior adopling the siralegy.
Owestions bo consides Why is ihe sirateqy center stage? Do your stafl mambars ko whal

to do differenily on the Monday marning aler implemantation & anncunced? Do they have
tihe right tools and 1achriquas 1o Fnplermant sirategy?

3. Communication Peopls can only adopt & sirategy i they know about it amd
undeargiand it
Owestions o considar; Do all your sial know whad (he niw siralegy & and wity § has been
adopbed? ks the siralegy communicated in a way that if comes aliva?
4, Mieasuremenl  “You must nspect whiat you expect. ™ Have the right massunes in place,
Cuestions lo consider Do you have the righl measwres lof the now strategy? Are the
measures being veraged o guide the implementation?

5. Culure ou rmust change the day-to-day activities of your siafl members and
have a culture that suppor and loslars changa
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Cuestions 1o consioer, What needs 10 chang in (he fundamnlal way you ang working 5o as
to encourage the adoption of the new cullure? Are we using the language of the new

sirategy?
6. Process There must be congruencs Behwesn whal you Say you ane gaing 1o
do (strategy Implementation) and what you are doing (the process),

Ouestions o consider. Do your processes support of hinder the new stralegy® Where can
you redesign the process so it is more supporive and effective?
7. Rainforcermenl  You must raeinforce the expected behaviors so thal they are
continuously repeatad,

Questions lo consider. When stalf members step in [0 the unknown and demonstrale the
new behaviors, are they recognized and rewarded? Does the reinforcement encourage
thsirn 10 comtinue 1o demonsirala the desnsd naw bahaviars?

B, Ranvidra The woakes! of the eighl poinls among eaders - you mus!
constanthy revies 10 make sure the right actions ane being taken 1o
dalivar the right resulis,

Quastions o consider: Do you know il the actions being taken are producing the right
ressults? Do you know what has bean learned from the implementation in the last 90 days? Do
you knoew whai you need to start doing diferently from today?

By paying attention to all of these aress and sssessing the organization’s atrengtha and
wiakngsses againsl ¢ach one, the organizalion can propams fsell with a realistic
perspective of the challenge ahead and leaders can identify the actions (o teke to deliver the
i SIFRlBGY'S anticipabed resuUlls,
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