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In the early 2000's, large firms 
reorganized themselves every seven 
years, now, every two to three years.

And the average reorganization takes 
more than 18 months to implement!

Consequences:
• New strategies are introduced more 

frequently. 
• Implementation happens more frequently. 
• Employees suffer change fatigue and 

have to get comfortable with it. 
• Wait and see is not an option; it’s a 

death sentence.
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Yesterday’s 
performance no longer 
guarantee tomorrow’s 

results.  
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Jamie Dimon, 
CEO of JPMorgan Chase

“I’d rather have a first-
rate execution and 

second-rate strategy than 
a brilliant idea and 

mediocre management.” 
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Implementing strategy is a rare 
and highly appreciated 

skillset that sets apart the 
most successful and influential 

leaders in business. 

The current generation of 
leaders knows how to plan 

but not how to implement, and 
this is reflected in the high 
strategy implementation 
failure rate, up to 90%!

Source: keegosysit.com 6



Strategy Implementation

2002 2005 2008 2009 2013 2016
Year

100% FAILURE

Bridges
90%

Kaplan &
Norton

90%

Neilson Franken
The

economist
McKinsey

Bridges
60% 70%

61% 70%
67%

2020

Bridges
48%

Warning: Digital!
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In 2002, the German retail chain Metro became the 
first foreign distributor to enter Vietnam. 

Yet when the doors opened, hardly any customers 
came to buy. 

Metro stationed uniformed security guards at the 
entrance for security—not an unusual practice in 
retail stores in some countries. 

But in Vietnam, the practice evoked memories of the 
country’s former totalitarian rule, and it stopped 
potential customers from entering. 

Implementation Never Goes According to Plan



McDonald’s initiated a growth strategy for China in 
1992. As part of the strategy to maximize customer 
revenue, they introduced the “drive-through” 
concept. 

A customer drove up to the machine, placed his 
order, and drove forward to collect his meal and pay 
for it. He parked his car, picked up his brown bag, 
walked into the restaurant and sat down to eat his 
meal. 

The strategy of maximizing revenue by having 
customers purchase their meal and eat it outside 
did not go according to plan.

Implementation Never Goes According to Plan



Learning Objectives

1.What is Strategy? And What is Strategy Implementation? 

2.The Strategy Implementation Roadmap

3.Skills Required to Become a Strategy Implementation Professional 
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What is the definition of Strategy?

Strategy is probably the most commonly 
used word in the business and 
management world. 

There are almost as many definitions of 
strategy as there are authors writing about it.
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What is the definition of Strategy?

When looking for the definition of strategy, you’ll probably come across Harvard 
Business School professor Michael Porter.

Porter explains that an organization’s strategy is deciding whether they want to be 
leaders in one of three areas:
• Cost Leadership
• Differentiation Strategy
• Or Focus Strategy 

Let’s look at a few examples……
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Cost Leadership: In 1973, the 'Big Three' car makers in the US - GM, Ford and Chrysler 
- had over 82% of the market share. Today they have less than 50%. Why? Because of 
the aggressive entry of Japanese carmakers into the US market - led by Toyota.



Differentiation Strategy: Airbnb is a great story of differentiation strategy because it has 
changed the way we travel. Its co-founders Brian Chesky and Joe Gebbia started out by 
renting 3 air mattresses on their apartment floor. They made $80 per guest. 



Focus Strategy: IKEA offers their customers low prices, great variety of stylish products, 
no delivery, no consultants, and no furniture assembly. They target young people who 
want stylish design and good quality but don’t want to pay too much for furniture. 



Strategy is about making 
difficult (painful) choices



What is the definition of Strategy Implementation?

Strategy implementation is defined 
as the execution of the 
organization’s strategic plan to 
achieve its long-term goals and 
objectives.

The success of an organization 
depends on the implementation of 
their strategies. 
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Steve Jobs allegedly said:-

“One of the things that really hurt Apple it’s 
a disease of thinking that a really great 
idea is 90% of the work. And if you just 
tell all the other people “here is this great 
idea” then of course they can go off and 

make it happen.

And the problem with that is that designing 
a product is keeping 5000 things in your 
brain and fitting them all together to get 

what you want.

And it’s that process that is the magic.”
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Danish company Ørsted used to be one of the most coal-intensive companies in Europe.

In 2008, they set a long-term goal to become one of the most sustainable companies. 
They defined  an aspirational on how the company can contribute to a more sustainable world; b) they explained how 
the transformation creates value for each of their key stakeholders, including employees; c) set medium-term 
ambitious targets to guide the transformation and drive action.

As a result of this successful implementation, in 2019, they became the world’s most sustainable energy company



Learning Objectives

1.What is Strategy? And What is Strategy Implementation? 

2.The Strategy Implementation Roadmap

3.Skills Required to Become a Strategy Implementation Professional 
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What is an Implementation Roadmap?

If you are traveling by car to a city you have 
never been, you will need a reliable GPS 
system!

You simply input your destination’s address, 
and the car's GPS will guide you through 
your journey. In the era prior to the GPS, you 
would use a map to find the way to your 
destination.

Both the GPS and the old maps can be 
considered as implementation roadmaps, 
tools that help you reach your objectives.
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Implementation without a Roadmap?

In business, managers and leaders are 
asked to implement their organization's 
strategy, but they are not provided with 
the guidance or any kind of roadmap to 
do so. 

No wonder so many organizations fail at 
implementing their strategies!

To fill in this gap, my partner Robin 
Speculand and I developed the Strategy 
Implementation Roadmap. 
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7 Pillars to Improve your Strategy Implementation

“Strategy Implementation Roadmap (Sir).” Strategy Implementation Institute, 14 Dec. 2020, www.strategyimplementationinstitute.org/strategy-
implementation-roadmap-sir/. 

The Strategy Implementation 
Roadmap(C) (SIR) provides a step-by-
step guide on “how” to implement a 
strategy. 

It covers the key areas that an 
implementation professional needs to 
know and outlines the required skills. 

SIR is circular as you can start 
anywhere. 
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1. Leadership Excellence

Leaders don't implement. A leader's role in 
strategy implementation is to drive and 
champion it. The employees are the ones 
taking the implementation actions every day.

Leaders need to stay engaged 
throughout the implementation, 
constantly be inspiring, coaching their 
employees and overseeing and tracking the 
implementation.
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John Wooden, 
basketball Coach 
University of California 

“If you’re not 
making mistakes, 
then you’re not 
doing anything”.
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a) Inspire employees

b) Empower people to take the right actions

c) Make tough decisions 

d) Adjust strategy when needed

e) Other

What is expected from Leaders in the Implementation?
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1. Inspire employees
2. Clarify what to focus on (and what not to focus on) 
3. Empower people to take the right actions
4. Ensure resources are available 
5. Hold people accountable
6. Provide feedback 
7. Make tough decisions 
8. Adjust strategy when needed

What is expected from Leaders in the Implementation?
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2. Value Creation

Strategy implementation is about 
developing and growing the financial and 
overall value of the organization. 

Understanding the importance of 
prioritizing strategic investments and 
projects, as well as the use of the 
budgeting cycle to keep control of the value 
creation through the implementation.
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• Value for customers helps sell products and services.
• Value for shareholders, like increases in stock price, ensures that 

capital is available to fund future growth.
• Environmental, Social, and Governance value, help to get recognition 

from stakeholders and make a positive impact on society at large. 

If you put value creation first priority for all employee, your 
organization will know where and how to grow; they will prioritize 
better than your competitors; and they will develop more talent than 
your competition.

But, deciding which strategic initiatives to invest is not easy.

Value creation is the primary goal of any organization 
and the main purpose of strategy implementation. 
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To help you with 
this , I developed 
a simple 
framework called 
the “Hierarchy of 
Purpose”, 
published in 
Harvard Business 
Review
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http://hbr.org/2016/12/how-to-prioritize-your-companys-projects


3. Business Model

Adopting a new strategy translates to changing 
the current business model. 

Sometimes it requires a whole business model 
transformation, e.g. when adopting 
digitalization.

It is important to understand why and how 
business models must change. 
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If the role of a CEO is to 
increase sales, then Steve 

Ballmer was a success.
He tripled sales to $78 billion 

and profits more than doubled. 
On a quarter-by-quarter review 

by the Board everything was 
good. 
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But when Ballmer stepped down in 2014 
Microsoft was not prepared for the 
future. He had missed the five most 
important technology trends of the 21st

century:

Apple under Cook has doubled its revenue to $200 billion while doubling its 
profit and tripling the amount of cash it has in the bank (now a quarter of a trillion). 

► Search 

► Smartphones 

► Mobile operating systems

► Media

► Cloud 

&
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By default, a new strategy translates to changing the way an organization 
operates. And this requires a new business model.

But what is a business model?

A business model refers to all of the activities you do in your organization 
and the way it generates value.

The most post popular understanding of what a business model is comes from 
two friends of mine, Alex Osterwalder and Yves Pigneur. They created the 
Business Model Canvas, a visual representation of a business broken 
down into 9 building blocks.
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4. Culture Execution

Culture drives the way an organization 
implement its strategy. 

Two organizations can have the same strategy 
but how they implement will always be 
different as every organization culture is 
different.
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Your Culture Drives Your Implementation

When Booze & Co (now Strategy&) interviewed 2,200 leaders, 84% of the 
interviewees said culture is critical to business success. More than half also 
said that culture is not well managed; it is mismanaged and undervalued. 

Expert Advice

AT Kearney reported that 62% of business executives said crafting and 
executing strategy has become more complicated over the past decade and 
that 80% of executives globally considered agility as important as or more 
important than strategy.

Expert Advice
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http://www.strategyand.pwc.com/global/home/what-we-think/reports-white-papers/article-display/cultures-role-organizational-change
https://www.atkearney.com/strategy/futureproof-strategy/the-state-of-strategy-today


Research shows that the most frequent barrier to implementing strategy is 
organizational culture. 

Two organizations can have the same strategy, but how they implement it is 
driven by their culture. And since every organization’s culture is different, 
it means every implementation is unique.

There are three major steps involved in changing an organization’s culture:
1. Understanding the current one
2. Aligning your culture to the new strategy
3. And ensuring employees commitment
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5. Stakeholder Management

A challenge faced by leaders is how to 
introduce the new strategy effectively to the 
whole organization. This can be done by 
engaging stakeholders. 

The launch is only 15% of the overall change 
management goals. Frequently communication 
around the implementation dissipates after the 
first 6 months. 
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a) When your organization is doing well? 

b) When your organization is doing badly?

When do you think it is better to launch a new strategy?
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The best time to launch and implement a new strategy is when your 
organization is doing well. 

When the organization is struggling, leaders are under pressure and often 
rush the wrong decisions. 

But, when the organization is performing well, it doesn’t seem logical to 
many employees to start changing it. This leads to lots of resistance to 
any new strategies. 
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When communicating a new strategy to stakeholders:
1. Explain why the organization is changing
2. Share the strategy objectives and timeline
3. Help employees understand what is changing
4. Define what employees should do differently
5. Explain how employees will benefit. 

Create a robust communications plan
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6. Employee Engagement

The challenge is for leaders to inspire, engage 
and excite their people in the implementation. 

When employees are committed to the 
implementation, they will start to take the 
right actions that then gains momentum and 
early success. 
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Employees respond in one of three ways when a new strategy is announced:

1. The majority of employees are usually indifferent. Approximately 60% of them. 

2. Then, there are some who are resistant. Within an organization, 20% of 
people actively resist transformation. These resisters tend to complain about 
anything and everything.. 

3. And then there’s a group that is supportive: The remaining 20% are those 
who welcome the transformation, embrace it, and willingly support it.

The more engaged employees are, the better your chances are to 
implement your new strategy successfully.
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So how can you inspire, engage, and excite your people? 

1. Start by crafting an inspiring vision: Tesla's vision is a great illustration: To 
create the most compelling car company of the 21st century by driving the world’s 
transition to electric vehicles.

2. Connect the dots: make it clear how employees can contribute to achieving the 
new strategy. Make them feel proud about it.  

3. Lead by example: Employees are inspired to get involved when they see their 
immediate boss actively participating..    

4. Provide Coaching: Throughout the implementation, employees often need 
guidance to choose the right path.

5. Ask for volunteers: If employees volunteer to help, they are much more engaged 
if they are "kindly asked" to participate. 

6. Reward accordingly: Do it regularly, in a way that is highly visible.
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7. Tracking Performance

Tracking performance is an essential discipline. 

Leaders need to ensure that the organization 
has the right measures in place to manage the 
implementation and the discipline to constantly 
review the organization performance.

Taking corrective along the way is critical for 
success.
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The odds of successfully implementing a strategy that isn’t regularly 
measured and reviewed are slim to none!

You must have a plan and the right measures to track progress:
1. Start by breaking down your strategy into a few meaningful and measurable 

goals. 
2. Engage your staff and managers to identify the specific actions and initiatives 

needed to achieve each goal, and detail them out.
3. Break down your implementation plan, preferably in periods of 90 days, it is much 

easier for the teams to remember as well as simpler to follow-up and take corrective 
actions. 

4. Present the implementation plan back to senior leadership for discussion and 
validation. 

5. Then create your plan on a spreadsheet, powerpoint or appropriate software
against which you will monitor the progress.
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Ultimate strategy: develop the technology required to send humans to Mars to 
establish the first viable and self-sustaining colony on the Red Planet.

We can breakdown it down in few measurable goals, such as:
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Learning Objectives

1.What is Strategy? And What is Strategy Implementation? 

2.The Strategy Implementation Roadmap

3.Skills Required to Become a Strategy Implementation Professional 
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In my previous companies, one of the major skill gaps was people capable of 
implementing strategic initiatives across the organization, what I call 
"deep generalists", as opposed to "deep experts", which we had plenty of. 

6 areas to develop to become a strategy implementation expert:
Project Management skills
Other Implementation methods (Agile, Design Thinking, Lean Start-up,..)
Technical Domain expertise (pharma, banking,, technologies, …)  
Strategy and Value Creation
Strong Leadership and Change Management skills 
And a positive attitude and mindset

53



Strategy Implementation opens up a new World of Opportunities

Adapted from “Career Path in Project & STRATEGY MANAGEMENT: Clarity Execution.” Clarityexecution, 19 Apr. 2019, 
www.clarityexecution.com/career-path-in-project-strategy-management/. 54
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HOW TO BE AN EFFECTIVE SPONSOR

PROJECT MANAGEMENT REINVENTED THE PROJECT CANVAS

STRATEGY IMPLEMENTATION
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Where to find more information?
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Strategy Implementation Online Course and Certification



www.antonionietorodriguez.com LinkedIn Newsletter

Projects & Company HBR Project Management Book
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