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W peorcn Welcome and Topics

Topics

* The various dimensions of Strategic
Management Maturity Model™ (SMMM) and
understand why they are important

* How to conduct an assessment of those
dimensions in order to determine your Joe DeCarlo
organizations strategic management maturity . Vice President | r. Consultant

Cary (HQ), North Carolina Office: + 1 919 460-8180
. . San Jose, California Office: +1 408 826-4417

* How you can use the assessment information Mobile: 1408 772-3903

results to correct gaps in your dimensions and pinkedin: hitpilwwvwlinkedincomfinfjoendecarlo
. . - .

levels of strategic management maturity

* Review examples of the success gained by using
the continuous improvement of Strategic
Management Maturity Assessments P n— :
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Leadership
Culture & Values
Strategic Thinking & Planning
Alignment
Performance Measurement
Performance Management
Process Improvement
Sustainability
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Leadership

Culture and
Values

Strategic
Thinking and
Planning

Alignment

Performance
Measurement

Performance
Management

Process
Improvement

Sustainability

No strategic planning occurs

Level 2:
Reactive

Leaders dictate /| command
and control; otherwise
disengaged

Leaders dictate but gather
feedback sporadically

Vision & values undefined or
not shared

Vision and Values published,
but not lived

Strategic planning is the
responsibility of a small team
and dictated to the
organization

within the organization; no
goals defined

Customer needs and feedback
start to influence more aligned
decision making

Work is narrowly focused
based on organization
structure, with little customer
input

Performance data collected
routinely, but are mostly
operationally focused

No data, or only ad hoc
performance measures are
collected

Performance reviews required
but not taken seriously; no
accountability for performance
exists

No emphasis on using
performanceas a criterion to
manage the organization

Processes are undocumented
and ad hoc with evident
duplicationand delays

Afew key processes
documented, and process
improvement models (TQM,
Lean Six Sigma, etc) introduced

Lack of structureand Strategy ““champions”

Strategic Management Maturity Levels

Level 3:
Structured and Proactive

Leaders model desired behaviors
and values but engage with direct
reports only

Vision & Values communicated and
understood

Astructured and open planning
process involves people
throughout the organizationevery
couple of years

Employees know their customers
and align strategy to those needs

Strategic performance measures
are collected, covering most
strategic objectives

Measures are assigned owners and
performanceis managed at the
organizationaland employee level

All key processes are identified and
documented, and strategy guides
successful process improvement
initiative and improvements

Formal organization structurein

Level 4:
Managed and Focused
Leaders empower many employees
through on-going engagement

Vision & Values collaboratively
developed

Plans are developed and revised
regularly by trained, cross-functional
planning teams

Vision, Customer Needs, Strategy, and
employee reward and recognition
systems are cascaded and aligned

Strategic measures are broadly used to
improve focus and performance and
inform budget decisions

Measurement owners are held
accountable, and performance is
managed at all levels

All key processes are tracked and
improved on a continuous basis and new
process improvement ideas are
accepted

Organization has an “Office of Strategy

Leaders & employees fully engageina
continuous dialog based on a team-based
culture

Vision & Values fully integratedinto
organization culture

Strategy drives critical organizational
decisions, and a continuousimprovement
planning process is maintained

All structures and systems are aligned with
strategy, and organizational alignmentis
continuouslyimproved

Measurements comprehensively used and
routinely revised based on continuous
improvement

Organizational culture is measurement and
accountability focused; decisions are
evidence-based

Employees are empowered and trained, and
a formal process exists for improving process
management

Strategic thinkingand managementare

Leadership

Culture &
Values

Strategic
Thinking &
Planning

Alignment

Performance
Measurement

Performance
Management

Process
Improvement

Sustainability

champions lead to short-term identified place to maintainfocus on strategy Management” or equivalent embedded in the culture of the organization
focus on tasks
Level 2: Level 3: Level 4:
Reactive Structured & Proactive Managed & Focused

Leaders dictate / command &
control; otherwise
disengaged

Leaders dictate but gather
feedback sporadically

Vision & values undefined or
not shared

Vision & Values published, but
not lived

No strategic planning occurs
within the organization; no
goals defined

Strategic planningis the

responsibility of a small team

and dictated to the
organization

=

Customer needs and feedback
start to influence more aligned
decision making

Work is narrowly focused
based on organization
structure, with little customer
input

Performance data collected
routinely, but are mostly
operationally focused

* Performance reviews required

: but not taken seriously; no

~ accountability for performance
exists

No emphasis on using

performanceas a criterion to
manage the organization

Leaders model desired behaviors
and values but engage with direct
reports only

Vision & Values communicated &
understood

=

Astructured and open planning
process involves people
throughout the organizationevery

couple of years

Employees know their customers
and align strategy to those needs

-_—)

Strategic performance measures
are collected, covering most
strategic objectives

Measures are assigned owners and
performanceis managed at the
organizationaland employee level

| -

Afew key processes
documented, and process
improvement models (TQM,

Strategy ““champions”
identified

Lean Six Sigma, etc) introduced

All key processes are identified and
documented, and strategy guides
successful process improvement
initiative and improvements

Formal organization structurein
place to maintain focus on strategy

X

Leaders empower many employees
through on-going engagement

Vision & Values collaboratively
developed

Plans are developed and revised
regularly by trained, cross-functional
planning teams

Vision, Customer Needs, Strategy, and
employee rewardand recognition
systems are cascaded and aligned

Strategic measures are broadly used to
improve focus & performance and
inform budget decisions

Measurement owners are held
accountable, and performanceis
managedat all levels

All’key processes are tracked and
improved on a continuous basis and new
process improvementideasare
accepted

Organization has an “Office of Strategy
Management” or equivalent

Leaders & employees fully engagein a
continuous dialog based on a team-based
culture

Vision & Values fully integratedinto
organization culture

Strategy drives critical organizational
decisions, and a continuous improvement
planning process is maintained

All structures and systems are aligned with
strategy, and organizational alignment s
continuouslyimproved

Measurements comprehensively used and
routinely revised based on continuous
improvement

Organizational culture is measurement and
accountability focused; decisions are
evidence-based

Employees are empowered and trained, and
aformal process exists for improving process
management

Strategic thinkingand managementare
embedded in the culture of the organization

©2022 Balanced Scorecard Institute, a Strategy Management Group, Inc. company




Strategic Management Maturity Assessment Results

—Year 1 ———VYear2 ——Yoar3 Year 4 ——Year 5 ——Parfact World
SNIMIM Average Score by Year:  (2.31) (2.29) (2.83) (3.29) (3.57)
Leadership
Yearl Year2 Year3 Year4 Year5 Perfect World z
Leadership 2.40 2.10 2.80 2.90 3.10 5.00 Sustainability Culture & Values
Culture & Values 240 280 3.20 3.50 4,00 5.00
Strategic Thinking & Planning 2.50 2.10 2.30 2.50 3.75 5.00
Alignment 2.00 2.10 2.80 3.50 4.00 5.00
Performance Measurement 2.00 210 250 3.20 3.80 5.00
Process Improvement Strategic Thinking & Planning

Performance Management 2.00 220 3.00 2.90 3.00 5.00
Process Improvement 2.40 1.80 1.90 3.00 3.20 5.00
Sustainability 2.80 2.10 3.10 3.00 3.70 5.00

Average Score 2.31 2.29 2.83 3.19 3.57 5.00

Performance Management Alignment

Performance Measurement

ecard Institute.
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* Currently do not do any strategic planning or management in a formal sense
* Tend to plan only on the tactical or operational level in an ad hoc and

uncontrolled manner

¢ Strategically planning normally by senior management behind closed doors
¢ Leaders spend most of their time addressing operational issues
* “Fire fighting” is the norm
* Never seem to ever find time to address long-term strategy

10
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Maturity Level 2: Reactive

Some elements of effective planning and strategic performance management
are being applied

Erratically, inconsistent and often with poor results

Planning discipline is unlikely to be rigorous, and only happens in reaction to
events or to temporarily please an individual leader

These organizations might measure performance or even use it to punish
underperformers

Often these activities are done by individuals to meet a routine policy need and
are not taken seriously

©1997-2022 Balanced Scorecard Institute.
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Formal structures and processes in place to comprehensively and proactively
engage in strategic planning and management

These activities occur on a regular basis and are subject to some degree of
improvement over time

Measurements are somewhat aligned with strategy (Strategic Objectives)
Employee accountability is taken seriously

©1997-2022 Balanced Scorecard Institute.
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Strategy drives focus and decision making for the organization

Organization-wide standards and methods are broadly implemented for
strategy management

Leaders formally engage employees in the process

A measurement and accountability work culture help drive strategic success
for the organization

A high level of trust of management exists among the employee population
13
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Strategic planning and management excellence are embedded within the
culture of the organization and are continuously improved in a formal sense

First the organization analyzes how it is performing towards its strategic
objectives

Second the organization then studies how effective the strategic planning and
management processes are and adapts as necessary

Excellence in strategic management drives the organization’s competitive

edge or performance success 997.d5d

14
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* Sets a clear and consistent vision or “picture of the future” of the organization

* Pro-active in preparing the organization for the future

* Visible and engaged

* “Walk-the-Talk” in exemplifying the values, ethics and policies

* Trusts and encourages employees to contribute their ideas and grow in their careers
* “Walks Around” and works alongside staff to encourage teamwork

+ “Remember, there are no bad teams; Only bad leaders!”

Adapted from: G.I Jane (1997): “Remember, there are no bad crews; Only bad leaders!”

97-2022 Balanced Scorecard Institute.
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Start with this question: “Who are the leaders when it comes to building and executing strategy?”

ARCHIVE

Why Should Anyone Be Led by You?

“Everyone agrees that leaders need vision, energy, authority, and strategic direction. That goes without saying. But
we've discovered that inspirational leaders also share four unexpected qualities:

* They selectively show their weaknesses. By exposing some vulnerability, they reveal their approachability and
humanity.

* They rely heavily on intuition to gauge the appropriate timing and course of their actions. Their ability to collect
and interpret soft data helps them know just when and how to act.

* They manage employees with something we call tough empathy. Inspirational leaders empathize passionately—
and realistically—with people, and they care intensely about the work employees do.

* They reveal their differences. They capitalize on what's unique about themselves.

You may find yourself in a top position without these qualities, but few people will want to be led by you.

Reference: Robert Goffee and Gareth Jones; Harvard Business Review - September 2000 ©1997-2022 Balanced Scorecard i
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Dimension: Culture and Values
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Leaders' and employees' shared understanding and agreement with the values

What distinguishes maturity is the degree to which those values are communicated,
understood, and practiced — by the leader as well as by all employees

Evidences of mature workforce culture and values include:
Applications of change management principles and practices by the leadership
Degree of ownership that employees feel for the vision and values of the organization
Degree of participation in shaping the organization's culture and ways of working
Level of trust, transparency and freedom to communicate with candor, as opposed to a culture of fear and denial
Degree of flexibility and willingness to change to align to new strategic priorities
Level of awareness and consistency of adherence to stated values and policies

17
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Employee Satisfaction Survey/Focus Groups

Culture Assessment CHANGE MANAGEMENT

Strategy Rollout Production Planning =
Strategy Communications Programs cu Itu re IS NOt the cu I prlt
Values Development Programs by Jay W. Lorsch and Emily McTague

“Tetablishing a sense of urgency” “But the corporate leaders we have interviewed—

g 0 create a sufficiently poverfol g9dNg | < reating the guiding coalition” current and former CEOs who have successfully led
major transformations—say that culture isn’t

something you “fix.” Rather, in their experience,

“Allowing too much complacency”

“Understanding the power of vision” Developing a vision and strategy”

“Under communicating the vision by a factor of | “Communicating the change vision” cultural change is what you get after you’ve put
10 (or 100 or even 1,000)” 8
— — - new processes or structures in place to tackle
“Permitting obstacles to block the new vision™ “Empowering employees for broad-based 3 . .
action” tough business challenges like reworking an
“Failing to create short term wins” “Generating short-term rins” outdated strategy or business model. The culture
H ”
“Declaring victory too soon” *Conslidating gains and producing more evo!ves as yo.u do that.|mportant work.” (Harvard
¢ Business Review — April 2016

“Neglecting to anchor change firmly in the

corporate culture” “Anchoring new approaches in the culture”

©1997-2022 Balanced Scorecard nstitute. |

Reference: Leading Change, Kotter, John P. (1996-08-07), (Book Summary) Perseus Books Group. Kindle Edition

18
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Strategic thinking involves several traits:

— Ability to use consistent definitions of planning terms and to understand their distinctions
Awareness of the distinctions between project planning and strategic planning

Ability to discuss and describe items in plans at the appropriate “strategic altitude”
Awareness of the dynamic system effects in organizations, such as delays and feedback
Openness to new ideas and encouragement of creativity and innovation

Openness of the planning process to a team of employees of various ranks and functions

Ability to write and speak with clarity and simplicity evidenced by the degree of strategic
thinking found in strategic planning documents

Degree to which alternative strategies and scenarios are considered
Linkage of strategic planning to budgeting

ecard Institute.
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Strategic
Foresight

Scenario
Planning

Inflection
Point
Analysis

¥

Possible Alternative Strategies

Challenges

Enablers

Strengths Weaknesses

+ Deep R&D expertise + Lack of marketing & public relations expertise
+ Products not user friendly for non-technologists

+ Slow to move sales online

+ Technology patent

+ Convenient location

Internal

+ More recognizable brand reputation than
competitors

+ We have a reputation as being too bureaucratic

Opportunities Threats

+ New emerging online market

+ China market expanding rapidly
+ Rumors that competitor is going out of + Cultural demographic shifts affecting demand
business « Environmental awareness increase driving down

» Potential partnership with local university sales
¢ New regulations driving up cost of business
Product (Service) Attributes + + Relationship

« Vendor seems to be entering our market at a
lower price

External

Strategic Management Maturity Model™ Assessment (by Organization Structure)

d Scorecard Institute.

20
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VISION MARKETING

Strategic alignment...
 Degree to which the organization's people and resources are focused on the strategy
* Opposite of alignment is “chaos”

Alignment measures:

— People at all levels are motivated by a common vision and strategy
— People understand that supporting the strategy is their job

— People are self-motivated, not merely by compliance to rules

alanced Scorecard Institute.
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Mission/Vision/Values/Strategic Themes/Results

Tier 1: sty aplovecves | easures | rargets | e |
Organization-wide _
~ @ : ]
Customer Tier 1 Scorecard:

ffffff — — Strategy defined in a top-
————————— o level strategy map and

g;g::iltz; tional scorecard

Financial

Tier 2: Tier 2: Tier 2: FrEEEl <e

Departments [ Business Units } Support Units

() i Tier 2 Scorecards:

<« e Aligned strategy defined in

business and support unit
scorecards

Customer

Process

Organizational
Capacity

Personal Objectives M Targets

Tier 3 Scorecard:
Aligned personal objectives
defined by job descriptions

Tier 3:

Teams and Individuals

and work assignments

©1997-2022 Balanced Scorecard Institute.
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Dimension: Performance Measurement

' NOWledys 2 a Managemﬁnt Regat
P QdGIogy: Finance 1 poc
- -

Key Performance Indicators (KPI) are aligned to the strategic plan and carry these
features:

Are not just “KPI's” for operations

Focus on outcomes and results, not just money spent, tasks accomplished, or outputs delivered

Use appropriate ratios, sample sizes and other features in order to be more meaningful

Are measured and reported frequently enough to drive decision making

Measure “Team” and “Organization” performance, not only individual performance

Structured as a balanced set of KPIs that cover a range of different dimensions including not only financial data but also
customer satisfaction, internal process performance and capacities of the organization

23
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{* 0 peomeeao Course of Action: Performance Measurement

- g
ARTER I
= =
A o) ! 1 A
Strategy = =
Strategic Operational Project Employee Risk
(Impact) Measures Measures Measures Measures
Measures
Strategic Objective Measure Measure input, Measure progress Measure capacities, Measure risk factors
accomplishment processes, and on initiative culture, learning, associated with the
Intended KPI1 : . - .

- . Result 1 KPI 2 and impact output to track (project) behavior, economy, competition
Strategic efficiency, quality, implementation accomplishment, and financial health
Objective and timeliness and growth across all performance

Description Intended KPI1 measure types
Result 2... KPI 2...

©1997-2022 Balanced Scorecard nstitute. |
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Performance management is the degree to which performance metrics are use in
decision making

Degree to which leaders and managers feel they have the information they need to
make decisions defines the level of performance management. Feature/functions to
look for are, but not limited to:

Recogpnition of the organization as a dynamic system

Use of feedback loops — so managers get to see the results of their decisions
Managers can change things based on timely reporting

Strategic performance measures are available to test the strategy

2>

©1997-2022 Balanced Scorecard Institute.

Leaders have placed the entire organization into a “learning loop” so that they can validate their vision

Organization is learning what works to satisfy customers and improve the organization

»- BALANCED

(e Course of Action: Performance Management

Understand your impact
y P Facilitate collaboration

rganization understand their role g 2 e profissity >N

z == ve tea sractic munication to drive

n your strategy and success. H Improve team interaction and communication to drive

better results through collaboration.
Understand strategic roles and contribution - 4
H Cuntomer imsrous Contmr mprove waken
g e ey s (] Improve communication
3 municate with fer Impact about performar
trategy achievement, and mare
(&) Visualize dependencies to ensure you meet your goals
it S 5 3 smprove clieof i g
Sftrng o PERF Effects of IT Initiatives °o % ac

- 98% ' A = E

sack on track i, —
DOWNWARD TRENDING KPIS o -
Create accountability NZATION  JuL usT2020 \ H i // =
Financia e = /! & I/
Let your team know how they'll contribute to meeting BoakRayemis $39.3k |7 SaLok - Vil - /
Bneah . " >/ i /
peliiRncs b iect g Product Costs  Financia $275K $271K - - M
85% 7.67 95% 2 == s S oo o= o
Total Costs Financ $321K $419K SCORE AL [ —— B T
) nan - -
Total Profit inancia saaak | $398K -

fa Never miss a chance to improve performance

KPI turns red. O

KPI falls below a certain value

©1997-2022 Balanced Scorecard Institute.
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Process improvement includes an assessment of:

— Organization's knowledge about its strategically important work processes

— How well these processes are being improved updated and documented

— How efficiently these processes perform compared to industry benchmarks

— Skills, practices and technologies used to improve process quality and efficiency

W AR g oach: ausity Decil
> ology Siatistics Ana

— Knowledge of core competencies and capacities of the organization and how well they are employed in running the

processes

Level of employee awareness of customers and their expectations

— Existence of contingency plans for future risks, such as disasters, funding shortages, and leadership succession

©1997-2022 Balanced Scorecard Institute.
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American Productivity and Quality Center (APQC)

1 Strategic Alignment

=4

T

4 Process Models

Process models capture the
organization's knowledge about its
processes and serve to visually
represent the complex
relationships betw

organizations and the work they do.

Best-practice organizations create a
common language and process
framework to fuel widespread
adoption of process management
capabilities.

Strategic alignment refers to the
ability of the organization to focus
its efforts on the processes and
capabilities that are most critical
to achieving long-term goals.

Best-practice organizations align
their processes with organizational
priorities and integrate
responsibility into the business role.

2 Governance

Governance is the structure of

people, process and technology
that supports the attainment of

business objectives around process

management.

Best-practice organizations

centralize governance of their
manages

ment activities, but
ensure ownership and accountability

lay within the business units.

I 3 Change Management

Change management is all about
engagement, training, two-way
communications, and providing
consistent explanations and
directives.

Best-practice organizations
motivate employees by focusing on
the people and culture; ultimately
helping people adopt new behaviors.

SEVEN TENETS OF PROCESS MANAGEMENT

@@

Reference: https://www.apqc.org/search’keys=seven+tenets

5 Performance and Maturity

Performance and maturity refer to
the capability of an organization to
measure the performance of
processes and, at a high
conceptual level, measure the
maturity of the processes in
meeting needs and process
management activities.

Best-practice oumlzaﬁons not only
they tie their

processes,
mo;am{:dintowml ::'I?Mdﬂ
points process cont to drive
performance.

6 Process Improvements

Process improvement is divided into
continuous and breakthrough
lmWDveﬂrEms. Continuous

focuses on executing
(he exrstms

e

effectively.

lmnvo vement looksat hcm to change
prouss for higher performance

by asking “why do we do this"?

Bmvmcﬁceorxwﬁzm‘wsdmm

strategic
across the organization.

7 Tools and Technology

Q%

Tools and technology enable
successful processes through
automation and can provide
breakthrough capabilities in process

lels, change management, ai
governance.

©1997-2022 Balanced Scorecard Institute.
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* Sustainability of the strategic management of the

organization is defined by:

— How well the organization is maintaining its focus on its strategic vision, plans and
initiatives

— People, systems, and communication activities are in place to maintain the
momentum of desired change

» — Asense of urgency in the staff and workforce
Criting S i Strategic & — Reward and recognition systems that support efforts to motivate employees to do
Organigations g o the right things
P— \ /J - Pr.ese.r?ce of “champions” to keep the workforce. informed about the strategic
High priorities and levels of performance that are desired
g = gm — Presence of an “Office of Strategic Management” to deploy the strategy and track
performance
Empg rl) \\\) - Pegree to v:/hich strategic management has been institutionalized, so that “strategy
Engagement Leadership & is everyone's job”

recard Institute.
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Strategy Execution: The systematic implementation of strategy through employee
activities and processes that are aligned with the organization’s mission and vision.

Project/Portfolio oy Aligned People,
Management mmm Processes & Systems

Performance ° . .
Strategy Information Reporting { Yy Operationalized Successful

and & Analysis °.* Strategy Strate_gy
Strategic Execution

Planning '5""‘ Engaged Leadership & Governance
(2

30
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2022 Annual ‘

Caribbean Strategy-Summit

e

Register at: https://www.strategyplusconsulting.org/events-2-1

| ©1997-2022 Balanced Scorecard Institute. |
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