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Over the past decade, many public and semi-public orga-
nizations in the GCC region have been actively engaged
in the development of strategies focused on performance
improvement and government policy implementation.
Starting at first with multi-day workshops where leader-
ship would emerge with a vision and a list of values to
post on websites and in hallways, the process lately has
been dominated by the development of squiggly-lined
strategy maps in tribute to successful workshop facilita-
tion by balanced-scorecard ‘gurus’. According to GCC mar-
ket research performed by Oliver Wyman, moving from
strategy planning to successful strategy implementation,
however, is a step that has eluded the majority (70 percent)
of regional entities (Exhibit 1).



As can be seen below, an overarching reason for human resources and finance without a direct con-

why strategy execution fails is that organizations nection to the strategic plan. Without ‘line-of-sight’
often do not successfully translate their strategic linkages and the ability to cascade the top-level
objectives into specifics that impact employees’ strategy throughout the organization, the power of
daily work. In some cases, we found that strategies strategy to unlock the potential of the organization
focused only on functions that dealt with external will remain untapped.

constituents, leaving support functions such as

Exhibit 1 Why Strategy Execution Fails

How successful would you rate your strategy execution Common pitfalls and reasons for strategy execution failures
(multiple answers possible)

Successful

Inability to cascade the strategy down to 72%
(]
daily activities of employees

Not

Strategy not comprehensively covering
successful

: - 63%
the entire organization

Somewhat
successful

Lack of mechanisms to monitor
} outcomes of execution

Limited internal capacity to execute
strategy effectively

Insufficient understanding and
incorporation of environmental changes

Inadequate funding to execute all
components of strategy

“Establishing clear accountability was a
challenge...we couldn’t establish clear
links between daily activities and distinct
objectives”

“We have many performance measures
but they’re not clearly linked back to
the strategy and its expected outcomes”

“Our entire strategy got approved but our
finance department issued a significant
budget cut, so...”

“Our support functions aren’t really “We started all 30 initiatives but I’'m not

sure of their status and progress”

a part of our strategy, they’re non-core”

Source: Oliver Wyman research on a sample of GCC public/semi-public sector organizations.



Oliver Wyman’s Integrated Strategy
Development Methodology (ISDM)

Based on dozens of successful strategy planning and
implementation projects for leading GCC organiza-
tions, Oliver Wyman has developed an approach
that can provide missing ‘line-of-sight’ connections
from strategic objectives to daily work, which we call
our Integrated Strategy Development Methodology
(ISDM). This approach, as described herein, ensures
every department has a direct link to top-line strate-
gic objectives through an integrated strategy creation
and implementation procedure that is embedded
into the everyday operating systems of the organiza-
tion. This direct linkage and its supporting strategy
delivery process, which helps to build sustainable
internal capacity, is particularly important to gov-
ernment and semi-government sectors in the GCC,
which dominate the economies of their countries.
Thus, the effectiveness of their strategy implementa-
tion determines the success of governmental policy
in important fields such as economic diversification
and human capital development.

As shown in Exhibit 2, Oliver Wyman’s methodol-
ogy is built on four pillars of success that each play

a critical role in not only developing sound strategic
plans, but more importantly, in ensuring their effec-
tive execution.

This methodology ensures all-important buy-in at
both the leadership and the ‘cubicle’ level within
the organization, to ground the strategy and deliver
sustainable, long-term results. Following the adage,
‘go slow to go fast’, this methodology drives under-
standing and ownership into the working levels and
thus increases the rate of change as the strategy
moves further into its implementation phases.

Comprehensive and Exclusive Coverage of

the Entire Organization

Strategic objectives must be individually distinct
(exclusive) in what they tell the organization to
accomplish; must provide clear statements of
desired outcomes that can be defined or measured,
must provide in aggregate a measureable perfor-
mance challenge for all functions, departments,
directorates, sections, etc. within the organization;
and must provide some measure of focus to aid peo-
ple in prioritizing their work (Exhibit 3).

Exhibit 2 Oliver Wyman'’s Integrated Strategy Development Methodology (ISDM)

Comprehensive coverage
delivers:

e Strategic objectives that address
all parts of the organization

e Distinct areas of focus which
complement, but do not overlap

Cascading the strategy
creates:

¢ A 'line of sight’ between the
strategic objectives and the
activities of the organization

e The opportunity for the

operational teams to make

Cascaded to : '
a linear link to the strategy

Comprehensive

and exclusive create
coverage of the ‘line-of-sight’
entire organization visibility

Oliver Wyman
ISDM

Implementation via internal
capacity build-up leads to:

¢ Increased buy-in and
ownership of strategy plan
within operations

¢ Ability to drive strategy execution
from within and ensure
sustainability of change
improvement initiatives

Embedding with operational
systems and processes drives:

e Accountability for performance
at the working levels of the
organization

¢ Execution tracking of key
implementation milestones

¢ Budget rationalization decisions
based on strategic impact



Cascading to Create ‘Line-of-Sight’ Visibility
Supported by strategic initiatives to address orga-
nizational gaps (strategically defined new services
or major reform of existing functions), strategic
objectives can then be cascaded into and across the
organizational structure to directly link operational
services (e.g., providing human resources services or
policy development support) and underlying activi-
ties to individual strategic objectives (Exhibit 4).

The strategy development process achieves this by
first defining ‘key success factors’ (KSF’s) and then
identifying services and strategic initiatives which
contribute directly to strategic objectives, thus cas-
cading strategic objectives into services necessary to
support and reach set goals.

When this process is completed, each organizational
function (e.g., directorate, department, section) will
have defined its primary roles (services) as a pur-
pose statement in support of the strategic objec-
tives. This process pulls the strategic objectives to
the activity level, with each work team able to make
a direct connection of their work and activities to a

strategic objective. This ‘line of sight’ visibility is one
of the most significant success factors in any strat-
egy development process.

Embedding with Operating Systems

At each level of detail (e.g., strategic objective, ini-
tiative, service, activity), measurement criteria are
defined and become inputs into one of the three
key operating systems (Exhibit 5). At the top level,
strategic key performance indicators track progress
toward strategic goals—targeted outcomes from the
work accomplished are inputs into the performance
measurement system. At the mid-level, accomplish-
ment milestones are inputs into the program man-
agement system for initiatives. At the operating ser-
vice and activity levels, resource requirements and
workload output for activities build the budget and
operating plans for the entity.

Implementation Through Internal Capacity Build-up
At this point, the organization will have a well
structured plan with descriptions of what to do and
what outcomes are required, but without buy-in and

Exhibit 3 Ensuring Comprehensive and Exclusive Coverage of the Entire Organization
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Exhibit 4 Cascading Strategic Objectives to Create ‘Line-of-Sight’ Visibility

Strategic Strategic Strategic Strategic . . .
Objective 1 || Objective 2 [Objective3" Objective N = Departments and individuals get clarity on their
specific contribution to the strategic objectives
and towards achieving strategic performance targets

= Departmental services and strategic initiatives are
identified, analyzed and linked to strategic objectives

= Organization achieves greater transparency around
the roles of all other departments, decreasing silo
approaches within the organization

Initiative X
Department A Activity 1 OPEX (Direct)
- ——

Activity X

Department B
Department B

Connection from top to bottom is
established via the cascade process

Note: KSF = Key success factor. SKPI = Strategic key performance indicator. KPI = Key performance indicator. OPM = Operational performance measure.

Exhibit 5 Integration with Performance, Program Management and Budgeting

| Program
| Management
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plan for the entity
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32%

I Departmental
| Performance Management Service 2
| = Key performance indicators track progress toward
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| the work accomplished are inputs into the
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performance measurement system

Note: KSF = Key success factor. SKPI = Strategic key performance indicator. KPI = Key performance indicator. OPM = Operational performance measure.
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knowledge transfer (referred to as internal capac-
ity build-up): it will lack the tools to implement the
plan. How people are socialized into understanding
and agreeing to the plan is key to implementation.
In Oliver Wyman’s past projects, at each step in the
strategy development process, client teams have
the opportunity to put their stamp on the strat-
egy ‘product’—addressing how the work should be
measured, justifying what tools or resources will
be needed for it to be successful and developing an

understanding of how they will tackle changes and
build confidence in their ability to handle required
tasks. Coaching, teaching and mentoring of staff
during plan development is the start of implementa-
tion success (Exhibit 6).

ISDM Implementation Success Factors

In addition to the above methodology components,
interactive strategy development and execution
require several external and internal factors to be

Exhibit 6 Implementation Through Internal Capacity Build-up

Strategy execution is enhanced
via knowledge transfer and
internal capacity building

Strategy is fine tuned by
including ‘bottom up’ input

= Workshops to link strategic
objectives to departmental
services and develop a
common understanding
of concepts and terminology

for their actions

(via examples)

= Coaching to help individuals in
taking ownership and responsibility

= Training to promote interactive
discussions and hands on learning

Employees actively involved in linking
day to day activities back to the strategic
objectives, i.e., building operating/
department level plans bottom up

Department A/ OPM

Department B| OPM

Note: OPM = Operational performance measure.

= Lectures to educate staff on
commonly used frameworks,

approaches, analyses, etc. * éﬁ

= Buddy system to provide support
network and embed knowledge
within the organization

Department X| OPM

Department B

OPM

Department B

OPM




specifically addressed to ensure successful imple-
mentation.

® The plan must be strategically aligned with the
interests of the government or leadership to
which the organization answers. This alignment
is demonstrated through the clarity of the man-
date and strategic intention statements.

m A fact-based understanding of both external and
internal environment factors must be integrated.
This work is traditionally expressed as a SWOT
analysis (strengths, weaknesses, opportunities,
threats). An Oliver Wyman SWOT is derived from
external performance benchmarking and in-
depth evaluation of externalities followed by a
comparison-based internal ‘health check’ around
the organization’s key enablers.

B The strategic plan must be well integrated with
existing operating systems (performance mea-

surement, program management, and budget
system), utilizing benchmarking work to develop
performance standards (i.e., targets).

B The integration of all of the organization’s staff is
also crucial: their understanding and utilization
of the strategy development process will increase
organizational capacity through a structured
skills transfer process.

Putting Oliver Wyman'’s Integrated Strategy
Development to Work

Using the Oliver Wyman ISDM, linear strategic
relationships can be built (as shown in Exhibit 7),
together with the performance measurement sys-
tem, implementation plan and budget. During this
process, it is important to ensure that strategic
objectives have clear tangible goals and are both
comprehensive and mutually exclusive in nature;
implementation should be planned and executed
using a program management approach.

Exhibit 7 Oliver Wyman'’s Strategy Planning and Execution Framework

Strategic Plan Operating Plan

Activity 1 | OPEX (Direct)

Department A| OPM OPEX (Indirect)

Project 1

Owner KPI Activity X CAPEX

Project X Department B | OPM

Owner KPI » OPEX (Direct)

Mandate (Mission, Vision & Values)
Strategic Intentions

Government Strategic Direction

¥ Service 1

> Service X

> Activity 1 #» OPEX (Indirect)

Department X | OPM » CAPEX

Department A | KPI Activity 1 » OPEX (Direct)

Department B OPM » OPEX (Indirect)

Department B | KPI » CAPEX

Activity X

Department B | OPM

Note: KSF = Key success factor. SKPI = Strategic key performance indicator. KPI = Key performance indicator. OPM = Operational performance measure.

SWOT = Strengths, weaknesses, opportunities, threats.



1. Setting the Mandate and Achieving Directional
Clarity

The Oliver Wyman process first aligns mission and
vision (something we refer to as setting the man-
date) and the entity’s strategic intentions with the
overarching government strategy. This top-down
alignment process entails a review to ensure that no
internal or external factors might ‘get in the way’ of
the strategy. The critical parts of this step are:

1) determining how like entities describe their man-
date and deliver services and 2) connecting with the
higher-level government vision that should be guid-
ing the organization’s strategy.

Exhibit 8 illustrates a framework that Oliver Wyman
has designed for organizations to use in determin-
ing their strategic direction through the definition
of the mandate, operating model, service portfolio
(scope of services) and key enablers (people, sys-
tems, processes, etc.) required to perform at a sus-
tainable level. Sustainability in this context focuses
on operating within given budget constraints and
avoiding cost escalations.

Exhibit 8 Setting Strategic Direction

2. Developing Strategic Objectives and Goals

Mandate clarity and articulation of strategic inten-
tions are foundational, but meaningless unless they
can be cascaded into the organization in a linear
manner—this step starts with the development of
strategic objectives. Strategic objectives are not as
simple as making a list of ‘feel good’ goals or open-
ended statements that lack specificity; rather, they
are the link between the external environment,
including customers or beneficiaries of services (i.e.,
citizens) and the strategic intentions of the entity.

A full-fledged external assessment is first required
to bring the view of the external environment into
the strategy development process. The next step is
formulating a set of comprehensive strategic objec-
tives that address the entire organization, without
overlapping—a condition we refer to as being mutu-
ally exclusive. It is no small trick to set strategic
objectives that are both comprehensively exhaustive
and mutually exclusive, while keeping the list
manageable in size. But the ability to cascade the
strategy into the organization is dependent upon
achieving this balance.

How can we maximize and
sustain services and value
creation with given resources?

Sustainability

Operating Model

What operating model
is used to create value?

What changes to our existing
model are required to

better serve our
customers/citizens?



Finally, once agreement has been reached on what
the strategic objectives are, tangible goals must be
set for each objective (i.e., ‘how to know when the
objective is reached’).

3. Defining the Requirements of the ‘Success Path’
Strategic objectives and goals set direction. The next
step is to figure out what the success path might
require. We do this by considering key success factors
(referred to as KSF’s) for each of the strategic objec-
tives, answering the question, ‘what are the most
critical things that will need to be in place to reach
these goals?’ These KSF’s help determine strategic
key performance indicators (referred to as SKPI's) that
align with the strategic objectives, allowing the orga-
nization to measure its progress toward the ultimate
goals defined for each strategic objective.

Once the organization has defined strategic objec-
tives and measurable goals, key success factors and
associated strategic key performance indicators, it
will have a much better understanding of its ulti-
mate destination, making the implementation road
map much easier to construct.

4. Conducting an Organizational ‘Health Check’
Before moving on to implementation of the strategic
plan, it is crucial to first develop a comprehensive
understanding of how well the existing organiza-
tion is performing against best-practice organiza-
tional peers. We refer to this as an organizational
architecture ‘health check’ (Exhibit 9). Key organi-
zational enablers are assessed against benchmarks
that define good organizational performance and
service levels as well as in comparison to the prac-
tices of other entities that are considered successful
at delivering similar types of services. This process
identifies the organizational ‘gaps’ that will need to
be filled if strategic implementation is to succeed.

5. Identifying Strategic Initiatives to Achieve Objectives
At this point, the organization will know what gaps
must be closed to accomplish each of the strategic
objectives. The next step is to identify the major ini-
tiatives that must be implemented to realize these
objectives. Some initiatives may be needed to fill
gaps between organizational capacity and bench-
mark standards. Others may be required to deliver
new services or to introduce transformational

Exhibit 9 Internal Assessment: Organizational Architecture ‘Health Check’

=How well defined are key
performance indicators to
measure progress towards
achieving the strategy?

=How effective is the
performance model
and does it align
stakeholder objectives?

= How sufficient is current
performance monitoring
and reporting?

=How clearly are operating
processes defined?

=How sufficient are policies
and procedures and to what
extent will they support the
strategy?

=How well defined are
interfaces within the
organization but also
with external organizations?

= How to best leverage technology

to deliver superior services?
= Does the current IT system

sufficiently support
the organization?

Y

N

Key
Enablers

"What is the best fit organizational
structure to support the strategy?

=How aligned is the structure
and the operating model?

\ﬁ

=How well defined are roles
and responsibilities?

= Are staff skills sufficient to deliver
the strategy?

=Does the organization have
adequate capacity and capability
to execute the strategy?

=How to ensure that people
are fully aligned with
the strategy?

~

N

= How do shared values and leadership
\ style support the strategy?

=\What does the organization need to
change in its culture to achieve its strategy?



technologies that will improve performance across
the organization. As initiatives are considered and
approved, each should demonstrate a clear, linear
link to a mutually exclusive strategic objective. Each
initiative can then be fleshed out through the devel-
opment of a charter that defines it purpose, scope
and boundaries; initiative sponsor/owner and key
stakeholders; expected outcomes and key perfor-
mance indicators; and implementation timeframe
and costs.

As most organizations are resource constrained and
cannot tackle all initiatives at once, the initial list
of initiatives should be prioritized, based on level of
impact versus ease of implementation. The priori-
tized initiatives can then be captured in a master
plan which lays the foundation for program man-
agement and determines who is responsible for
reviewing, monitoring and reporting on implemen-
tation progress (Exhibit 10).

This identification of major initiatives and the
scheduling of their implementation with accompa-
nying milestones or KPI’s is generally considered
to be the final top level strategic plan for the entity
before developing operational plans. This is about
as far as strategy development can be taken as a
top-down planning exercise, without operational
involvement.

6. Cascading Strategy to Operations

Obviously, the top-down ‘strategic plan’ is not a
comprehensive set of instructions for the organiza-
tion to implement. And, if the next step to be under-
taken is the traditional bottom-up budget exercise,
the most likely result will be an operating plan

that drives off of last year’s work program and that
potentially lacks strategic connectedness and detail.
Furthermore, when the inevitable budget rational-
ization exercise is undertaken, the leadership will
have limited information to assess the relationship
between spend and strategy or to understand the

Exhibit 10 Embedding Strategy Through Program Management
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impact of potential budget cuts on strategy out-
comes.

Oliver Wyman believes that at this point it is critical
to break initiatives down to their operational level
of detail (projects and activity levels). In addition,

a bottom-up exercise should be undertaken with
organizational departments to define their strategic
service portfolios, i.e., the key services the depart-
ments deliver to their beneficiaries as well the ser-
vices underlying activities. Operational activities can
then be linked back via departmental services to
individual strategic objectives.

7. Aligning Strategic and Operational Planning
Through Operational Systems Integration

For each level of detail in the performance mea-
sures, such as SKPI'’s for strategic objectives and
KPTI’s for initiatives or services, operating key per-
formance indicators (OPM’s) for activities are iden-
tified and fed into the performance measurement

system. When completed, the entire organization is
mapped and measured (Exhibit 11) to the strategic
objectives and a true ‘line-of-sight’ is created for
each team in the organization.

The budgeting exercise, conducted at the individual
activity level, can then be mapped back directly to
each strategic objective, allowing a direct analysis of
spend versus objective. When budget rationalization
is required (as it usually is), the inevitable choices

of which initiatives or services to focus on can be
made from a strategic perspective, as the cost for
each activity and ultimately for each strategic objec-
tive can be immediately identified for both the strat-
egists and the finance department (Exhibit 12).

Summary

The lessons learned from Oliver Wyman'’s strat-
egy work and proprietary research on public and
semi-public sector strategy implementation in
the GCC support the need for organizations to do

Exhibit 11 Embedding Strategy Through Performance Management

Outcomes and outputs can be measured
across multiple levels of the organization

Initiative 1

Strategic Objective 1

_____

Department A

_____

Department B

Owner

achieving strategic goals

= |dentification of key success factors and associated
performance indicators to measure progress toward

= Outcome and/or output based indicators to measure
progress of initiatives and activities

= Ability to directly link performance indicators to
performance appraisals to set individual objectives

Department X

Note: KSF = Key success factor. SKPI = Strategic key performance indicator. KPI = Key performance indicator. OPM = Operational performance measure.

11



Exhibit 12 Embedding Strategy Through Budget Planning

Strategy framework produces a link
between spend and strategy execution

= Capital and operating
costs associated with
activities are defined
(bottom up)

= Costs can be aggregated
to address initiative
and service level
budget needs

Budget Breakdown by Strategic Objective

Department A |OPM

Department B |OPM

. SO1 SO 2 SO 3
= Possible to further

aggregate to provide

sO4 Total

Budget
Department X

requirements per
strategic objective

= Provides ease in
prioritization of budget
needs based on direct
linkage to elements
of the strategy

Departmental
Service 2

Initiative 2

Budget Breakdown for Strategic Objective N

Initiative 1 Department B | OPM

Department B |OPM

1
|
1
1
|
1
1
|
1
1
|
1
1
| clarity on budget
1
1
|
1
1
|
1
1
|
1
1
|
1

Note: SO = Strategic objective. OPM = Operational performance measure.

a much better job of connecting desired strate-
gic changes with delivery. To do this within the
context of GCC public entities, although strategy
development starts at the top, it must cascade
into bottom-up implementation planning that
offers activity-level teams direct line-of-sight
perspective on how strategic objectives, initia-
tives and service delivery activities ultimately tie
together. And, the strategy must be integrated
into the operating systems that drive daily work,
i.e., directly link to the budget and the perfor-

12

mance measurement system, as these reinforce
priorities and the focus of daily activities.

Backed by alignment of the strategy with govern-
ment objectives and best practice external/internal
benchmarking and a comprehensive focus on build-
ing internal capability in strategy execution, this
methodology can ensure that strategic plans don’t
just sit on the shelf, but actually drive desired orga-
nizational change and growth. <
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