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Leaders in Organizations … 

Stimulate new approaches and ideas to  

 new challenges and long-standing problems 

Cope with change 

Alter organizational structures 

Communicate vision and strategy  

Maintain control through socialization, shared beliefs, norms, values, 

and intrinsic motivation 

Influence others to voluntarily make day-to-day decisions that 

enhance the long-term viability of the organization 

Conduct turbulent and intense meetings that are future-oriented and 

promote learning, risk-taking and creativity 
 



While Managers … 

Conduct day-to-day activities 

Conserve and maintain stability and order 

Promote efficiency 

• Plan and Budget 

• Allocate Resources 

• Monitor and Control 

• Solve Problems 

• Establish responsibility centers and performance measurement 

systems 

• Establish compensation, reward and incentive systems 
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Businesses need both management and leadership skills to win 

Satisfies todays  
customers and 
shareholders superbly 
well while also 
adapting to change to 
make the enterprise 
stronger in the future 

A solid money maker, if 
it has high market 
share, but also  
bureaucratic and 
controlling; unable to 
adapt well to a 
changing environment 

An enterprise that will 
soon go out of 
business unless it is a 
protected monopoly 

Innovative and  
energetic but  
on the edge of chaos 
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Successful Organizations Need Both Inspirational Leadership and 

Effective Management, Working in Harmony, Together 

Leadership creates the 

vision and sense of 

urgency. Leaders 

communicate, inspire and 

motivate. 

Leadership 

Management 
Management provides the 

rigor, alignment, and 

discipline required to 

implement the strategy 

and achieve the vision. 



Leaders, even when sailing in smooth waters, must anticipate the 

dangers that lie ahead 



“Change before you have to” 

 
Jack Welch 

Executing Strategy is Leading Change 



John Kotter on Complacency versus Leading Change  

• Complacency exists when people think what they are  

 doing is right and they don't need to change. The most  

common cause of complacency is past success.  

 

• In a world that is changing faster and faster all the time,  

complacency is cancer. Not bad. Not a problem. Cancer.  

 

• Well-known and often still highly respected companies have the disease, and 

their futures aren’t pretty. Many people, including capable CEOs, don't recognize 

this in their organizations—and even more don't see it in themselves. Success 

and scale usually result in an inward focus, where people don't see the threats or 

opportunities that lie just outside.  
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Lou Gerstner, former IBM CEO, on Strategic Change 

“I am a big believer in forcing change on large 
institutions just for the sake of forcing change. The 
longer an organization stays intact, the less successful it 
is. I’ve been absolutely convinced that you’ve got to 
blow things up and start over again every few years, and 
that puts a whole new face on people’s jobs. It gets 
them focused externally rather than internally.” 

Wall St. Journal, July 25, 2000 
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TQM, 
Lean 
Continuous 
Improvement 

Problem-
Solving 

Re-
Engineering 

Strategic 
Change 

Incremental Punctuated / 
Discontinuous 

Proactive: 
Creating 

Opportunities 

Reactive: 
Responding to a 

Performance Gap 

Types of Organizational Change 



Cigna Property and Casualty Insurance Company [when it was the least 

profitable P&C insurer] 

 

   “to be in the top quarter of profitability within 5 years” 

 

 

Large Apparel Retailer (with $8 billion in sales) 

  “to achieve $20 billion in sales within 5 years” 

 

 

US Space program (President John F. Kennedy,1962) 

 “Land a man on the moon and return him safely to earth before the 

end of the decade.” 

 

 

Strategic Change starts by  creating a sense of urgency: Set a stretch 

performance target, a Big Hairy Audacious Goal (BHAG), for the 

company to achieve by a specified date.  
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Individual 
performance 

Stress/anxiety 

The Performance Target must be a Stretch but not so ambitious that 

it leads to dysfunctional behavior 

Consequences from Anxiety 

 Biased information 

 Decreased attention span 

 Diminished problem 

solving ability 

• Solution search 

• Biased evaluation 

• Contingency planning 

• “Group think” 



A Strategic Change Agenda at the FBI developed the case for 

change. 

Threat-Driven Case-Driven 

Highly efficient and effective HR 

processes 
Inefficient and Ineffective HR processes 

Qualitative Evaluation  
(Threat-based) 

Quantitative Evaluation  
(Case-based) 

Strategic Tactical 

“Share; and restrict what you must” “Restrict; and share what you must” 

Full Partner Contributor 

Team of Professionals Agents / Support 

Mission-enhancing integrated IT 

systems; productivity tools 
Antiquated and disparate IT systems 

Developing and applying optimal S&T Applying developed S&T 

“One FBI” – integrated team approach  Organization “Many FBIs” –silos 

Effective, relevant and timely 

communications 
Ineffective communications 

Integrated team approach  Operational silos 

Past Future  

Strategy drives Budget Budget drives Strategy 

National Security and  
Law Enforcement Law Enforcement 

Focus 

Human Capital 

Measurement of 
Success 

Senior Management 

Information Sharing 

Intelligence 
Community  

Culture 

Information 
Technology 

Science & 
Technology 

Internal 
Communications  

Resource 
Management 

Roles 

Scope Domestic Global 

FOUO/UNCLASSIFIED 



From To 

Main drivers 
 Operational excellence 

 

 Innovation & new processes 

 

Competition 
 Cost competitivity 

 

 Value competitivity 

 

Main factors 

 

 Commodity products 

 

 Textile Sector 

 

 

 

 Production Focus 

 

 Local Markets 

 

 New Products 

 

 New areas (based on textile 

techniques and other acrylic areas) 

 

 Market & Customer Focus 

 

 Global markets 

 

Supportive 

management 

approaches 

 Process Management  

 Process improvements focused on 

tangibles 

 Complex organisation structures 

 Strategic Management 

 Process improvements focused 

both on tangibles & intangibles 

 Lean organisation structures 

AKSA Acrylic’s Change Agenda: 

From “operational excellence” to “innovation” 



AKSA’s New Strategy Map 

C-1 

Increase customer satisfaction 

Create Sustainable Value to Shareholder  

F-1 

Increase revenue from 
different areas 

F-2 

Increase revenue from  
new & special products 

F-3 

Decrease  
total conversion cost 

F-4 

Improve working capital 
management 

F-5 

Innovation and R&D Production 

Include customer into  
value creation process 

P-1 

Increase recognition and corporate reputation 

LG-2 

Excel in  
raw material supply 

P-4 

Develop new  
technology and processes 

P-2 

Our ultimate goal is to 

increase and sustain 

profitability… 

… through innovative and 

high value added 

products and services 

delivery to our customers 

… 

… with the help of our 

high performance 

organization and 

superior intellectual 

capital 

On time  
delivery 

Product / 
Service quality 

Differentiated  
after sales 
services 

Innovative and 
value-added  

products  

C-2 

Increase customer 
retention & loyalty 

Ensure flexibility and 
resilience 

P-3 

Product 
customization 

LG-1 

Ensure human capital readiness for next 5 years 

… by excelling in 

innovation and 

production 

management… Increase corporate sigma level 

P-5 

Sustain “business excellence” through self-assessment platforms 

LG-3 

Improve intellectual capital management 

LG-4 

You imagine, we produce ! 

High Performance Organization 
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Creating a Strategy Map and Balanced Scorecard Builds 

Consensus and Commitment among the Leadership Team 

Senior leaders must concur on both the vision and the plan to 

carry out the strategy successfully 

 

Strategy execution requires two pillars of support from 

leadership: 

− Building consensus 

− Securing commitment Successful Strategy  
Implementation 



Brian Baker, Mobil US 

Marketing & Refining 

Executive Vice 

President 

 

“You could take our scorecard and give it to 

a competitor and it wouldn’t work. You had 

to have sweated through the hours and 

hours of work and effort that went behind 

the card to get the benefits from the 

measures. That’s what brings it to life. It’s 

got to become part of the company’s belief 

system, almost a religion – the benefits 

don’t come just from having a piece of 

paper with a scorecard on it.” 
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Leading Change requires extensive communication: 

Tell them “seven times seven different ways” 

 Personal relevance brings the strategy to life 

 Sustained communication uses different channels to get the message across 

• Leadership meetings 

• CEO random visits to employees 

• Dear Colleague Quarterly Letter in Mellon News 

• Learning lunches & informal discussions 

• Intranet 

• Working groups facilitated by HR 

• Staff briefings 

 



Win/Win Relationship 

Improve Dealer/Wholesale Marketer profitability through 

customer-driven products and services and by 

developing their business competencies. 

• Total profit earned at 

Mobil outlets and 

split between our 

dealers/whole-sale 

marketers and 

Mobil. 

Good Neighbor 

Protect the health and safety of our people, the 

communities in which we work, and the environment we 

all share. 

• Composite of: 

- reportable releases    

to air and water 

- reportable spills 

- community reported 

incidents. 

1993 1994 Target 

Environmental Index 

On Spec On Time 

Provide quality products supported by quality business 

processes that are on time and done right the first time. 

1993 1994 Target 

Quality Index 

• Composite of incidents 

of: 

- product off spec 

- order shipped late 

- business process errors 

- customer complaints 

- cost of rework. 

Safe & Reliable 

Maintain a leadership position in safety while keeping our 

refineries fully utilized. 

1993 1994 Target 

Financially Strong 

Reward our shareholders by providing a superior long-

term return which exceeds that of our peers. 

• Income divided by 

capital employed 

including all 

allocations. 

ROCE 

1993 1994 Target 1993 1994 Target 

USM&R Days Away Manufacturing 

From Work  Reliability Index 

7% 

8% 

12% 

1993 1994 Target 

Delight the Customer 

Understand our consumers’ needs better than anyone 

and offer them products and services which exceed their 

expectations. 

Mystery Shopper 

• The Mystery Shopper 

program rates how well 

each of our stations is 

delivering the “best 

buying experience.” 

Competitive Supplier 

Provide product to our terminals at a cost equal to or better 

than the competitive market maker. 

1993 1994 Target 

Laid-down Cost 

• Our cost to deliver 

product to the terminal 

vs. lowest cost 

provider. 

1993 1994 Target 

Motivated & Prepared 

Develop and value teamwork and the ability to think Mobil, 

act locally. 

Climate Survey 

• Survey of employees 

to measure how 

people perceive the 

Mobil workplace 

environment. 

USM&R Strategic Measures ... 

that will keep us focused on achieving USM&R’s 

strategic themes are explained in the graphs 

and the bulleted text accompanying them. 

1993 1994 Target 

Dealer/Mobil Gross Profit 

Mobil created a one page 

brochure about its new 

strategy for all employees 



An IT Business Linked Each Strategic Initiative to the Organization’s 

Strategy Map 
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Managers support change goals through small, everyday actions 

 Spend time; calendar 

management 

 Ask questions  

 Interpretation; create 

meaning 

 Agenda control  

 Physical settings 

 Lunch, dinner, meetings  

as events 

 

Summarize 

Follow-up 

Public statements 

Tell stories; jokes 

Create heroes 

Use symbols 

 

Managers’ Change Management Toolkit 



Mr. Thomas Schmall, CEO of Volkswagen do Brasil, addressing a 

meeting of his 400 senior managers.  

Demonstrating a personal 

commitment to using the Balanced 

Scorecard as his strategy 

management system. 



VW do Brasil introduces a robot, “Giga,” as the brand for its new 

strategy  



Comic strips in the company newspaper feature GIGA discussing the 

VWB strategy with employees 



Facilitators train 20,000 employees on the strategy’s “Learning Map” 



VW do Brasil employees study the strategy map 

between assembling cars. 



Mobil Cascaded Accountability for the Strategy to Lines of 

Business and Corporate Staff Units 

Strategies Are Executed Through Business Units. The Strategies of the Business Units 

Must Be Integrated If Organization Purpose and Synergies Are to Be Achieved. 

LINE BUSINESSES SUPPORT UNITS 

CORPORATE 

SBU 

A 

SBU 

B 

SBU 

C 

SBU 

D 

CORPORATE SCORECARD 

(Shared Strategic Agenda) 

Themes Measures 

EXTERNAL PARTNERS 

 

 

• Customer Scorecards 

 

• Distributor Scorecard 

 

• Joint Venture Scorecard 

 

• Vendor Scorecard 

 

• New Venture Scorecard 

 

• Outsourcer Scorecard 

#1.  

A Corporate Scorecard defines 

overall strategic priorities. 

#3.  

Each Support Unit develops a 

plan  and BSC for “best 

practice” sharing to create 

synergies across SBUs. 

#2.  

Each SBU develops a  

long-range plan and BSC 

consistent with corporate 

strategic agenda. 

#4.  

Plans and BSC’s define 

relationships with external 

partners consistent with 

SBU strategy. 

1. Financial Growth 

 

2. Delight the Consumer 

 

3. Win-Win Relationships 

 

4. Safe & Reliable 

 

5. Competitive Supplier 

 

6. Good Neighbor 

 

7. Motivated & Prepared 

 

8. Quality 

xxx 

 

xxx 

 

xxx 

 

xxx 

 

xxx 

 

xxx 

 

xxx 
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• Finance 

 

• Marketing 

 

• Distribution 

 

• Procurement 

 

• Purchasing 

 

• Safety 

 

• Human Resources 

 

• Information Technology 



A clear line of sight enables employees to create strategically-aligned 

personal objectives 



Personal Balanced Scorecard  

Employee:______________________________ Manager:__________________ Review Date:_____________________ 

Parent Objective Objective Measure Target Weight Rating Progress 

Financial 

Customer 

Process 

Learning & Growth 

 

Personal Scorecard Template 

Employee Signature:_________________________________ Manager Signature:___________________________________ 

Importance of 

this Objective 

Deliverables 

(projected) and 

dates 

How well 

you 

performed  

to your 

targets 

Level of 

Anticipated 

Performance 

Deliverables 

(actual) and 

dates 



Mobil Lubricants (Lubes) Had Each Employee Build a Personal 

Balanced Scorecard 

•  At least one objective/measure per perspective 

 

•  No more than 15 measures 

 

•  Personal scorecard must support    

 supervisor’s scorecard 

 

•  Every supervisor must have an objective and  

 measure for coaching and employee development 

 

•  Scorecard must include an objective and measure that 

 supports another part of the business 



Mobil then linked incentive pay for all employees to strategic 

performance 

  Poor Average Best-in  

    Industry 

Base Pay 90% 90% 90% 

Corporate Award 0-1 3-6 10 

(Return-on-Capital, 

Earnings Growth) 

USM&R/SBU 

 M&R (30%) 0 5-8 20 

 SBU (70%) 

Total Pay 91% 98-104% 120% 

(% of Market)  



Monthly and Annual strategy review meetings 

continually monitor and adapt the strategy 
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Performance 

Initiatives & Programs 
output 

result 

Strategy Review Loop 

corrections 

input 

Strategy Learning Loop 

Financial 
Perspective 

Customer 
Perspective 

Internal 
Perspective 

Learning 
Perspective 

The Strategy 

incorporate 

learning 

update the 

strategy 

• Are the data consistent 

with our strategic 

hypotheses? 

• Has the environment 

changed in a 

fundamental way? 

• Have new strategic 

options emerged? 

Annual Meeting Tests 

and Adapts the Strategy 

Monthly Strategy Review 

Meeting  

•  Why did we miss the target? 

•  What correcting actions should 

we consider? 

•  Are initiatives on schedule? 

•  Do you need more resources? 

•  Would an multi-functional task 

force help? 



Institutionalize the New Culture: A New Strategy Management Office 

Maintains the Focus on Effective Strategy Execution 

results 

 

 

performance measures 

 

 

Process 

Initiative 

 

EXECUTION 

 

 

  

 

 

 

performance measures 

results 

1 

3 

4 

5 

6 

• Mission, Values, 

Vision  

• Strategic Analysis 

• Strategy 

Formulation 

DEVELOP THE 

STRATEGY 

 

 

• Strategy Map / 

Themes 

• Measures / Targets 

• Initiative Portfolios 

• Funding / Stratex 

TRANSLATE THE 

STRATEGY 

ALIGN THE 

ORGANIZATION 

• Business Units 

• Support Units 

• Employees 

 

PLAN OPERATIONS 

• Key process 

improvement 

• Sales planning 

• Resource capacity plan 

• Budgeting 

• Profitability 

Analysis 

• Strategy 

Correlations 

• Emerging 

Strategies 

TEST & ADAPT 

• Strategy Reviews 

• Operating Reviews 

MONITOR & LEARN 

Strategic Plan 

• Strategy Map 

• Balanced 

Scorecard 

• Stratex 

Operating Plan 

• Sales Forecast 

• Resource 

Requirements 

• Dashboards 

• Budgets 
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Plan the Strategy: 

Develop, Translate and 

Align 

(Stages 1-3) 

Execute the Strategy: 

Link to Operations, 

Monitor, Learn and Test 

 

(Stages 4-6) 

SMO 


