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One of the biggest, if not the biggest mistakes in strategy is

assuming that everyone knows it in your organization, even the C-suite.

Intriguing data from MIT Sloan reveals that nearly 50% of the C-suite

can't list the 3 top strategic priorities of their own organization, and

this figure rises to 87% by the time you reach leaders on the frontline

The problem? Strategy suffers, execution suffers - trade-offs aren't made,

the must-win battles aren't committed to and initiatives are pursued

throughout the organization without coherence.

Why strategy fails?



The solution? It is perhaps not another town hall or top-down

comms blast as some professors of MIT and management

thinkers highlight: 



𝟭/ 𝗔𝗰𝗸𝗻𝗼𝘄𝗹𝗲𝗱𝗴𝗶𝗻𝗴 𝘁𝗵𝗲 𝗽𝗿𝗼𝗯𝗹𝗲𝗺

The first step is acknowledging the problem; both in terms of the often false 

assumption that everyone is aligned and the impact this has. 

𝟮/ 𝗔𝗴𝗿𝗲𝗲 𝗮𝘁 𝘁𝗵𝗲 𝘁𝗼𝗽

Agree on what's best for the business as a whole rather than pursuing 

various individual agendas. 



𝟯/ 𝗕𝗿𝗶𝗻𝗴 '𝗹𝗲𝘃𝗲𝗹' 𝘁𝘄𝗼 𝗮𝗹𝗼𝗻𝗴

As there's a particularly sharp drop in understanding between the C-suite and 

senior executives, consider bringing the latter on the journey, ensuring they 

understand the overall strategy, and how their business unit fits into it. 

Is this everything? Maybe not, but it's a great place to start. Agree?

----------------------











The authors identified six mindset that any successful CEO must master.

1.Set directions, focusing on vision, strategy, and resource allocation.

2.Align the organization by managing culture, organizational design, and talent.

3.Mobilize through leadership, creating an ecosystem, making the team rather than 

the individual the star, and getting into the groove.



The authors identified six mindset that any successful CEO must master.

4.Engage the board by fostering relationships, focusing on its capabilities, and looking into the 

future.

5.Connect with shareholders by addressing the social purpose of the firm, going for two-way 

interaction, and staying elevated.

6.Manage personal effectiveness, by managing time and energy, living a leadership model, and 

staying humble







1.Set directions, focusing on vision, strategy, and resource allocation.





how the best CEOs get it right—creating a game-changing vision for their 

organizations. They do so by…

… finding and amplifying intersections

… making it about more than money

… not being afraid to look back to look forward

… involving a broad group of leaders in the process”



“Strategy Practice Make Big Moves Early and Often”

The research shows the following five strategic moves matter most:

1. Buy and Sell (M&A,alliance,JV,etc.)

2. Invest

3. Improve Productivity

4. Differentiate

5. Allocate



Invest. 

If you want your company’s investments to be big enough to move the needle, your capital 

expenditures to sales ratio needs to exceed 1.7 times the industry median for ten years.

That’s a big number, but when capital is spent wisely it can enable a company to expand 

faster than its industry. 

General Motors’ Mary Barra exemplified this strategic move when she committed more 

than half of GM’s product development capital ($27 billion through 2025) to pursue 

leadership in the global electric vehicle market.”



Improve Productivity

“The most successful companies reduce administrative, sales, and labor costs 

more deeply than others, and in so doing achieve 25 percent more productivity 

improvement than their industry’s median over a ten-year period”



Allocate

This move is deemed big when a company shifts more than 60 percent of its capital 

expenditures among business units over ten years. 

Doing so creates 50 percent more value than companies that reallocate more 

slowly. 

Resource reallocation involves more than just capital, however; it also means 

shifting operating expenditure, talent, and management attention to where it does 

the most good.



Differentiate
The best CEOs improve their business models and create pricing advantages in ways that are big 

enough to change a company’s trajectory. 

As a result, their companies achieve an average gross margin that exceeds the industry’s by 30 

percent or more over a decade.

Former LEGO CEO Jørgen Vig Knudstorp used this strategic move well in pursuing what he called, “a 

strategy of niche differentiation and excellence” that aimed to refresh at least half the company’s 

core products every year. 

He created, for example, digital platforms that strengthened communication among LEGO fans, 

developed products for girls, licensed collections (e.g., Star Wars), and launched the successful 

LEGO movie franchise.





Outside-In Perspective - Strategy-as-Fit

• Takes the outside world—the market, industry, world at large—as a given starting 

point.

• Strategy starts with an extensive analysis of the market, the competitive landscape 

and ongoing trends and derives implications for what to do given the circumstances.

• The core job of the strategist is to understand what happens around the organization 

and choose how it can best FIT in.

• The key strategy question to answer from this perspective is: What SHOULD we do in 

order to fit in?



Context mapping exercise 



Inside-Out Perspective - Strategy-as-Stretch

• Takes the organization itself—with its assets, competencies, people and 

partnerships—as a malleable starting point.

• Strategy starts with an in-depth understanding of your organization’s core resources 

and competences to identify strengths and weaknesses as the basis for your strategy.

• The core job of the strategist is to understand the organization’s strengths and 

identify how to STRETCH them.

• The key strategy question to answer from this perspective is: How CAN we leverage 

and stretch our greatest assets?



where to start?

The easy answer would be to combine both ends. 

After all, both are important. But, practically speaking, you need to start 

somewhere.





More than just an eye-catching title, it has a thought-provoking perspective; one 

stable, continuous strategy is not enough when the rate of change in our business 

environment continues to accelerate. 

One size does not fit all, our strategy must rise to meet the accelerating change in 

our environment, use multiple styles as necessary, and ultimately evolve depending 

on the predictability, malleability, and harshness of the business environment. 



1/ Classical strategy = Predictable industry and we can't change it. Think 'old' 
school', Porter's Five Forces, FMCG, and companies like MARS.

2/ Adaptative strategy = Unpredictable industry and we can't change it. Think 
fashion, iteration, and companies like ZARA. 

3/ Visionary strategy = Predictable industry and we think we can change it. Think 
travel and companies like TESLA. 

4/ Shaping strategy =Unpredictable industry and we think we can change it. Think 
ecosystems, orchestrators, and companies like AMAZON. 



5/ Renewal strategy = When there is a shock to the environment with a very harsh 
environment that requires a focus on survival with a pivot to growth. 

Think of the many industries and companies over the past few years who have 

gone through this strategy or are currently going through it. 



Vision canvas exercise in class…



2.Align the organization by managing culture, organizational 

design, and talent



Talent in strategy 



Jeroen Kraaijenbrink, University of Virginia Darden School of Business l



These assertive and independent 
leaders possess a clear vision for the 
organization's future. 

Known for their strategic thinking and 
forward-looking approach.

• Strengths: They have well-
founded ideas about the 
organization's direction and are 
often correct in their 
assessments.

• Weaknesses: They may become 
disconnected from the rest of 
the organization, setting high 
expectations that can lead to 
frustration among team 
members

Type 1: The King Strategist



favoring a participative or democratic
approach, these strategists value input
from others in the organization rather
than solely defining the strategy
themselves.

• Strengths: They excel in fostering 
harmony, engagement, and 
commitment, creating a shared 
strategy with a sense of 
ownership among team 
members.

• Weaknesses: Reluctance to 
share their own vision may 
result in perceptions of 
weakness or indecisiveness.

Type 2: The Servant Strategist



Type 3: The Elder Strategist

With extensive tenure within the
organization, these strategists value
continuity and may hesitate to embrace
new developments.

Strengths: They possess a strong
sense of history and continuity,
focusing on the organization's
existing strengths rather than
chasing trends.

Weaknesses: They may become
defensive and lose touch with
internal and external changes due
to their emphasis on tradition.



Type 4: The Prince Strategist

Embracing change and innovation,
these strategists are a source of
creativity and enthusiasm, constantly
identifying opportunities for
transformation.

Strengths: They excel at
identifying new opportunities and
motivating others to innovate.

Weaknesses: They may frequently
change strategies without fully
implementing them, leading to a
lack of follow-through.



Type 5: The Joker Strategist

Lacking a clear strategic direction, these
individuals struggle to make decisions or
take action, often prioritizing humor
and popularity.

Strengths: Their shortcomings
may inspire others to step up and
take on strategic leadership roles.

Weaknesses: Their lack of a clear
strategy and ineffective execution
can hinder organizational
progress.



OCAI exercise in class…



Organization Design 









3-Mobilize through leadership, creating an ecosystem, making the team 
rather than the individual the star, and getting into the groove.



Managing the organization ecosystem 





Work groups are characterized by the least amount of interdependence. They are 

based on organizational or managerial hierarchy. Work groups may meet 

periodically to hear and share information.

Teams are highly interdependent - they plan work, solve problems, make decisions, 

and review progress in service of a specific project. Team members need one 

another to get work done.



• The researchers found that 

what really mattered was less 

about who is on the team, 

and more about how the 

team worked together







4.Engage the board by fostering relationships, focusing on its 
capabilities, and looking into the future.





FORESIGHT

↳ LONG-TERM bets

↳ Identifies scenarios to shift the market

↳ Aims to create future market dominance

Example: 

→ Developing a new generation of processors



STRATEGY

↳ MID-TERM choices

↳ The priorities to win in your chosen market

↳ Protects relevance and value creation

Example: 

→ Divesting a business division



PLANNING

↳ SHORT-TERM plans

↳ Allocates budget to move strategy into action

↳ Connects strategy and operations

Example: 

→ Capturing who does what by when in a project plan; budget 

planning.



SIGNALING

↳ IMMEDIATE reactions

↳ Informs your response to external events

↳ Safeguards operations

Example:

→ Identifying alternative suppliers before looming conflicts disrupt 

supply chains.



Horizon exercise in class 





5.Connect with shareholders by addressing the social purpose of the firm, 
going for two-way interaction, and staying elevated



ESG



ESG



6.Manage personal effectiveness, by managing time and 

energy, living a leadership model, and staying humble
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