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Build Execution into Strategy

This is our last written assignment before we start on the project for this course, in the remaining few weeks, of constructing the Strategy Canvas, designing the Value Curve for and enabling Texas College to implement Value Innovation—the Value Innovation College.  More on that later.

Traditionally, businesses would distinguish between strategy as thinking (analysis, planning, setting goals, etc.) and strategy implementation as doing (follow-through, top-to-bottom, operational, goal achieving, etc.)? In recent years, these worlds have merged as traditional planning efforts have proven too costly or time-consuming, and many major top-down strategy initiatives have failed. Today's challenge is how to build execution into strategy.

According to Kim and Marborgne, “A company is not only top management, nor is it only middle management.  A company is everyone from the top to the front lines.  And it is only when all the members of an organization are aligned around a strategy and support it, for better or for worse, that a company stands apart as a great and consistent executor.”  New research shows that “the many are smarter than the few” philosophy is catching on.
How do you build execution into strategy? It starts with a recognition that all parts of the organization - and people at all levels - need to be involved in the process of setting goals. While many leaders accept the idea of making strategy everyone's job, they often fall into the same old routines of hiring outside experts to formulate their strategy or forcing their strategies from the top down without gaining bottom-up input during the formulation process.  This is garbage.  Having said this, let’s begin our study.

Introduction:  Module 1
Question 1:

1.  “A company needs to invoke the most fundamental base of action:  the attitudes and behavior of its people deep in the organization.”  Explain this statement.  (3 points)

2.  Why does trepidation or fear build in people when an organization embarks on strategic change?  (5 points)

Answer 1:

1.  

2.

Question 2:

1. State the sixth principle of blue ocean strategy.  (2 points)

2.  What is the purpose behind this sixth principle?  (2 points)

3.  State and Define the risk associated with the sixth principle.  (2 points)

4.  Why is management risk “greater for blue ocean strategy”?  (2 points)

5.  Companies must reach beyond the ____________ suspects of carrots and sticks.  They must reach to ___________________ in making and executing of strategy.  Fair process is a ______________ variable.  (3 points)

Answer 2:

1.

2.

3.

4.

5.  

Poor Process Can ruin Strategy Execution:  Module 2
Question:

1.  Who is Lubber and what strategy did they devise to eliminate the complexity and costs of the trial phase?  (5 points)

2.  Was this strategy doomed from the start?  Explain and be specific.  (5 points)

3.  What was management’s response?  (2 points)

Answer:

1.

2.

3.

The Power of Fair Process:  Module 3
Question 1:  

1.  What, then, is fair process?  (3 points)

2.  How does it allow companies to build execution into strategy?  (5 points)

Answer 1:

1.

2.

Question 2:  Refer to Figure 8-1 How Fair Process Affects People’s Attitudes and Behavior, and answer the following questions.

1.  Define the three E principles of fair process.  (6 points)

2.  How does each of the three E principles promote fair process?  (6 points)

Answer 2:

1.

2.

A Tale of Two Plants:  Module 4
The question before us in this part is “how do the three E principles of fair process work to affect strategy execution deep in an organization?”  Consider the experience of an elevator systems manufacturer called Elco. 

Question 1:

1.  What was the problem at Elco?  (3 points)

2.  Why did Elco decide to first install the new system at its Chester plant and then roll it out to its second plant, High Park?  (5 points)

3.  Was this a good decision?  Why or why not?  (3 points)

Answer 1:

1.

2.

3.

Question 2:

1.  Why did the High Park plant, despite its reputation for resistance, accept the strategic shift in the manufacturing process?  (5 points)

2.  How did Elco managers at the Chester plant violate all three of the basic principles of fair process?  (6 points)

Answer 2:

1.

2.

Question 3:

1.  Violations of the principles of fair process undermined employees’ trust in the strategic shift and in management.  Chester’s model work force was falling apart.  Explain.  (5 points)

2.  How did management at the High Park plant abide by all three principles of fair process when introducing the strategic shift?  (5 points)

3.  Why did the Elco’s managers still regard this experience as one of the most painful in their careers?  (3 points)

Answer 3:

1.

2.

3.

Why Does Fair Process Matter?:  Module 5
Question:  Why does the observance or violation of fair process in strategy making have the power to make or break a strategy’s execution?  (5 points)

Answer:

Intellectual and Emotional Recognition Theory:  Module 6
Using fair process in strategy making is strongly linked to both intellectual and emotional recognition.  It proves through action that there is an eagerness to trust and cherish the individual as well as a deep-seated confidence in the individual’s knowledge, talents and expertise.

Question:

1.  What does Frederick Herzberg’s classic study on motivation suggest about recognition?  (5 points)

2.  Is there a flip-side to the violation of fair process, and, with it, the violation of recognizing individuals’ intellectual and emotional worth?  Explain.  (5 points)

3.  When employees lack trust in the ____________________, they will lack trust in the resulting _______________.  (2 points)

Answer:

1.

2.

3.

Fair Process and Blue Ocean Strategy:  Module 7
Question 1:  Commitment, trust, and voluntary cooperation are not merely attitudes or behaviors.  They are intangible capital.

1.  Define “intangible capital”.  (2 points)

2.  How is it that the failure in executing blue ocean strategies and the lack of this capital contribute to their failure?  (2 points)

Answer 1:

1.

2.

Question 2:

1.  Refer to Figure 8-2 The Execution Consequences of the Presence and Absence of Fair Process in Strategy Making.  Explain how Fair Process works in relation to Violation of Fair Process.  (8 points)

2.  To create trust, commitment, and voluntary cooperation deep in the organization, firms must learn to separate strategy formulation from execution?  (True or False)          (2 points)

Answer 2:

1.

2.
Question 3 and Answer 3 combined:
1.  How does a blue ocean company combine strategy formulation with strategic execution?  (5 points)

2.  By way of review match the Three E Principles to their respective definitions.  

(3 points)

______ Engagement
a)  Involve individuals in the strategic decisions that affect them.

______ Explanation 
b)  After a strategy is set, managers must state clearly the new rules of the game.

______ Expectation clarity
c)  Everyone involved and affected should understand why final strategic decisions are made as they are.

3.  By way of review, how does Strategy Formulation, which is based on the Three E Principles of Fair Process, combine with Strategy Execution, i.e., explain the process.  (5 points)

4.  a)  When blue ocean companies build execution into strategy from the start, what principle is being followed?  (2 points)

b) And what risk associated with that principle is being minimized? (2 points)

c) Management risk includes:  1)_______________, 2)_________________, and 3)__________________.  (3 points)

THE END
