


o Strategy direction—business focus and choices: The
main ingredients of strategy direction usually entail busi-
ness definition, principles, strategic intentions and business
evolution.

« Strategy integration—resources and processes: The com-
mon elements of strategy integration are capital, systems,
information, competence, market position, and relation-
ships.

« Strategy execution—action plans and outcomes: The
key ingredients in strategy execution are the mechanics
and behaviors of business goals, action plans, and
impact measures.

Despite the attention paid to strategy, more than half of
all companies are victims of their own misguided strategic
intentions. In each area of the company’s strategic agenda,
critical miscues take their toll:

« Miscues in strategy direction: 30 to 40 percent of com-
panies are working on strategies that aren’t likely to cre-
ate any new value.

» Miscues in strategy integration: 50 to 60 percent of
companies are in a permanent struggle of resources and
processes that don't deliver.

« Miscues in strategy execution: 20 to 30 percent of com-
panies miss the mark on significant action plans and
outcomes mapped in the strategy.

Figure 1 shows a practical framework for the strategic
agenda. The strategy direction, integration and execution
paths that are set in the strategic agenda are influenced by
the company’s natural goals and its business environment.
This is part of a mindset that stands to serve managers at
every organizational level. Further, it reflects a way of
guiding the human effort along a route that enables and
supports business growth, performance, and change.

What makes life interesting for most managers is the
uncertainty that surrounds everyday strategic efforts. The
nature of demand rates for the company’s products is uncer-
tain. The nature of supply flow may be uncertain. The

Figure 1: Framework of the Strategic Agenda
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dynamics of competition bring some uncertainty. The
dynamics of a company’s resources and capacity can be
highly uncertain.

All of this combined uncertainty is part of an environ-
ment in which managers stake their efforts in strategic
direction, integration and execution. Their strategy is
framed and crafted and worked in a complex and uncer-
tain arena, one that reflects technical, social, market, and
economic trends. Information management is a critical
part of the puzzle.

So, for Google, Briggs & Stratton, 3M, Lowe’s, Marriott,
Pfizer, Whirlpool, GM, Toyota, Motorola, Caterpillar,
Johnson & Johnson, FedEx, the EPA, Microsoft, Coca-
Cola, and everyone else—the strategic agenda needs to be
a dynamic, organic, informed framework. Or else.

Company change occurs at three levels. Policy and prac-
tice moves are changes that impact how companies operate.
These changes usually drive efficiency, but they don't alter
the company’s basic stance or value proposition. Changes in
business focus or direction impact the course heading of the
company, and they usually alter the scope of products and
services, customers and mindsets or systems and resources.
These changes are reflected in capital and organization
shifts. Changes in business intentions at the enterprise level
are reflections of development moves that alter the compa-
ny’s fundamental purpose. These are significant, company-
changing moves that redefine what a business stands for,
what it does, where it’s headed, and how it works.

As boards and executives think through their choices
and options, some order of business change is usually on
the table. Companies with an appetite for evolution find
each type of change interesting and generally attractive.
Companies with some resistance to change built into their
cultures and subcultures will find things much more pain-
ful and difficult. Nevertheless, evolution must be an ele-
ment in the company’s strategic agenda. It must be part of
the company’s natural goals. To survive and sustain, the
company must adjust its strategic agenda to balance its
natural goals in a world of significant change and risk.

What About Strategic Leadership?

Organizations need effective leadership in each of three
elements of the strategic agenda. Strategy direction requires
a certain kind of leadership system and practice. Strategy
integration is served by a certain kind of leadership behav-
ior and discipline. And strategy execution requires a cer-
tain blend of leadership method and energy.

When the company develops and disperses leadership
talent for strategy direction, integration and execution, it
places capacity and power in ways that support the strate-
gic agenda. This basic challenge in strategic leadership
shows its face in the miscues of strategy direction, strategy
integration and strategy execution at roughly the percent-
ages noted earlier in this article.

The meaning of strategic leadership and management
is reset in Figure 2. In the broader sense, strategic leader-
ship provides the context for smart decision-making and
forward-planning. Strategic leadership thats well-dis-
persed in the company enables the improved circulation of
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Figure 2: Strategy Leadership and Management Elements

people, ideas, options, information and plans for develop-
ment. This kind of circulation raises the temperature in a
company, and in the process, it reshapes responsibilities
for business improvement and evolution.

Strategic management complements the impact of stra-
tegic leadership previously defined. In broad terms, strate-
gic management provides the mechanisms for
decision-making and forward-planning. These mecha-
nisms support the organization and enable its processes to
work. They also may enable or constrain its efficiencies
and its evolution. Strategic management drives informa-
tion through critical processes and decision practices to
provide order and visibility.

When these leadership and management behaviors are
well-matched, employees are more likely to engage in the
strategic agenda. They’re more likely to:

« Sense the relevance of the strategic agenda to their own
work

« Take responsibility for results in the business

o Advocate the company’s strategic agenda.

This kind of personal engagement is a significant and
valuable asset—one that drives competitive advantage and
business development.

Most companies today depend on a body of collabora-
tive work in the organization, and with other organiza-
tions. Business collaboration deserves serious attention
because it represents a significant bridge for strategic lead-
ership and management. We define business collaboration
as doing something together that couldn’t be done sepa-
rately. There are four main components of collaboration
and they include the clarity of common goals and values,
collaboration structures and engagement practices.

Collaboration in the strategic sense is part of the picture
in strategy direction, integration and execution. Collaboration
in and beyond the walls of the organization is standard fare
in most business sectors, and it reflects on the:

» Management of capital resources

o Connection of systems and processes
« Management of information assets

« Arrangement of competence sets

« Development of market position

» Management of key relationships.

Some of the company’s most critical assets are touched
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and moved with collaborative thought and behavior.
Business priorities, culture, boundaries, standards, and
capacity are defined and grounded with the collaborative
mindset of the company. That mindset permeates the orga-
nization, and either enables or blocks the strategic agenda.
Collaboration serves to inform and engage people at every
organizational level.

Collaborative structures and behaviors help bring
together people, plans and actions in a dynamic sense.
Street-level collaboration enables the company to adapt
and respond to ongoing conditions, and raises the capacity
of employees to contribute to business results and assets.
The so-called “agility gene” in organizations today is
derived from collaboration in the everyday work of strate-
gy direction, integration and execution.

Essential Questions
As the company evolves, there are five questions to ask:

» What's the nature of your business model and how is it
adapting to the current and emergent environment?

» What’s the organization’s overall level of awareness, under-
standing and engagement in your strategic agenda?

» What’s your agenda for dealing with the three greatest
issues that lie ahead and what are your options?

» What are your prospects for success, given the stated
strategic agenda, and given your natural goals?

» What’s your assessment of how well the organization is
prepared and resolved to deliver its strategic agenda?

These questions bear review at each organizational
level. People in the trenches have some of the most
critical insights and answers to these questions, which
move employees to explore the everyday realities and
conditions of the business. The questions pose issues
and ideas that deserve critical thought. They cross ideas
and options in what should be a positive, energetic con-
versation; they demand something from information
management.

These questions raise more concerns than most organi-
zations can ever answer. That’s a reality for strategic lead-
ership and management; it’s inevitable in a complex,
uncertain, dynamic, ambiguous world.

Through the strategic conversations that occur, people
become more thoughtful players; they learn what it really
means to engage in the strategic agenda. They learn the
difference between options and choices, risks and rewards,
resources and barriers. These questions enable the
“Corporate Aristotle” of the company to take form, sup-
ported by information management.

Making Strategy Happen

Most companies struggle with their strategic agenda.
They get disrupted and blown off course by miscues in
strategic direction, strategy integration and strategy execu-
tion. There are three rules that will serve the practice of
making strategy happen:

1. Check those realties from the start: The conditions



in your business environment and the company’s
capabilities determine the foundations for the strate-
gic agenda. The dynamics and uncertainties of these
realities are part of the story of business growth, per-
formance and change.

2. Frame strategy and culture together: The strategic
agenda is connected to the corporate culture and sub-
cultures, whether positive or perverse. When the stra-
tegic thought and behavior of the company blends with
its cultural norms and nuances, more people will be
engaged in making strategy happen.

3. Guide prepared and resolved themes: The organiza-
tional mindset that’s “prepared and resolved” is one
that matches foresight, readiness, commitment, knowl-
edge, energy, and persistence. The prepared and
resolved company is adaptive by nature, driven by per-
severance and always informed.

Making strategy happen isn’t about a company vision
and a three-year plan. Making strategy happen depends on
people putting their ideas and energy on the table at the
right level, in the right manner. The company’s success is
served by people who engage in the relevant components
of the strategic agenda, at their level, on their watch.

For board members, the strategic agenda is a responsi-
bility of great importance because boards approve and
influence key elements of strategic direction. For senior
management, the strategic agenda is a balancing device,
shaping the development and deployment of specific com-
pany direction, integration and execution themes. For
project management and program leadership, the strategic
agenda is part of the framework for tagging resources and
processes throughout the strategy integration and execu-
tion march. For operatives who work in the trenches, the
strategic agenda sets the stage for communication, engage-
ment and management. Information connects the dots.

Conclusion

Business success is shaped by information technology
and the company’s unique blend of strategy, culture,
resources and structure. Strong companies accept the ten-
sion between strategic risks and the decisions they make.
They accept the uncertainties and ambiguities of their stra-
tegic options and business frontiers. Information technolo-
gy helps balance the processes and practices of the business
at every level.

Information technology and management play a signifi-
cant role in the strategic agenda. Across a wide spectrum of

Takeaways

« The combination—not one vs. the other—of information
technology and management play a critical role in the direction,
integration, and execution of strategy that leads to business success.

« The strategic agenda is a framework through which information
technology management can help the company shape business
results, connect resources, and create options.

- Without a strategic agenda, everyone pursues their own interests.

industries and business sectors, information technology
serves as a powerful and pervasive asset. The management
of information and knowledge touches every element of the
strategic agenda. It helps frame strategy direction. It repre-
sents the circulatory system for strategy integration. It pro-
vides the everyday fuel for strategy execution. In many
ways, information technology and knowledge management
are essential to strategic communication and collaboration.
They enable exploration, development, productivity, adapta-
tion and discernment for every aspect of planning and deci-
sion-making. They support and sustain innovation, and
under the right conditions, they define the platform for
competitive advantage.

The strategic leadership and management of strong
companies is marked, more and more, by the contribu-
tions of information technology and the people who man-
age information technology resources. With this critical
and powerful role come a few challenges:

« Effective leadership and management in any field stems
from strong competencies and a strong sense of respon-
sibility for results.

o Connecting various technical competencies with rela-
tional, creative, productive, analytic and solution smarts
is a development priority.

« Effective collaboration is everybody’s challenge. Technical
managers and professionals deserve extra development
in this area.

« Information technology and knowledge management are
among the most broadly useful assets that power the
entire organization.

o People who manage these resources are almost always
part of the recipe for change—in strategic direction, inte-
gration, and execution.

Information technology and management tend to
ensconce themselves in a set of subcultures and structures.
These can make it seem remote and removed from the
mainstream, or they can establish information manage-
ment as a highly engaged advocate of strategy.

Across a broad spectrum of industries, companies
depend on more than hardware and software to drive suc-
cess. Companies depend on the technical, conceptual and
relational smarts of experienced information management
people for results. Developing the next generation of infor-
mation technology and knowledge management resources
is a great charge. Employees of choice, with strong abilities
and energy, will match up well with employers of choice,
with strong cultures and respect for the value of informa-
tion technology and management, in every aspect of the
strategic agenda. @
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