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Origin of the concept ‘strategy’

• Alexander the Great

• Napoleon

• Mao Tse Tung

• Sun Tzu “The art of war” (500 v.C., 1963)

• Nicollo Machiavelli “Il Principe” (1513)

• Carl von Clausewitz “Vom Kriege” (1835)
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• Why do leaders need strategy?

A:?

• Why do leaders throughout the organisation need strategy?

A:?

• When does strategy become real?

A:?

• How does strategy complement intuition and vision?  

A:?

• What is the essence of strategy? 

A:?

13

A perspective on strategic leadership

Source: Robert A. Burgelman, Stanford Business School
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• Why do leaders need strategy?

A:?

• Why do leaders throughout the organisation need strategy?

A:?

• When does strategy become real?

A:?

• How does strategy complement intuition and vision?  

A:?

• What is the essence of strategy? 

A:?

A perspective on strategic leadership

Source: Robert A. Burgelman, Stanford Business School

Because leaders must help their team/organisation to continue to win

Because strategic change manifests itself first at the front line

When consequential action is taken (or not taken)

Learning is the basis of strategic thinking

Gaining and maintaining control and destiny
Identifying the forces that affect destiny/dependence/influence
Changing and/or using the forces to create degrees of freedom to act
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Strategy Creation Process
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Mission

Vision + BHAG

Strategy creation

Implementation Tactics

Performance Measurement

Internal EnvironmentExternal Environment

Source: Harvard Business Essentials: Create and Implement the Best                                Strategy for your Business

?
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What is …

• Vision?

• Mission?

• Strategy?
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Mission & Vision

• Mission: reason for being in business

• Vision: a dream to be realised
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• Google: Organize the world’s information and make it universally accessible and useful

• Amazon: Every book, ever printed, in any language, all available in less than 60 seconds

• Microsoft:  A computer on every desk and in every home

• Apple: To democratize technology by providing products everyone will want to use

• Ford: Democratise the automobile

Vision
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50 years ago the life expectancy 

of a firm in the Fortune 500 

was around 75 years.

Today, it’s less than 15 years 

and declining all the time.
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Active Inertia  (the dynamic of failure)

Leading companies become stuck in the modus of thinking and working that brought success

Strategic Frames Blinders

The set of assumptions that determine managers’ view of the business

Processes Routines

The way things are done

Relationships Shackles

The ties to employees, customers, suppliers, shareholders …

Values Dogmas

The set of shared beliefs that determine corporate culture 
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Strategy Creation Process
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Mission

Vision + BHAG

Strategy creation

Implementation Tactics

Performance Measurement

Internal EnvironmentExternal Environment

Source: Harvard Business Essentials: Create and Implement the Best                                Strategy for your Business
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There is no immediate return 
to a ‘New Normal’ 

?

Peter Hinssen

“The New Normal” 

Digital

Time

Now

Digital is the NormDigital is a Novelty
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Bandwidth cost-performance 1999- 2014

Computing cost-performance 1992- 2012

Storage cost-performance 1992- 2012
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Digital

Time

Now

Digital is the NormDigital is a Novelty

Peter Hinssen

“The New Normal” 

?

Substitution 

= using digital to create an 
alternative, a replacement for 
a service the company already 
performs.  

Digitising the legacy leads to 
digital conservatism.  

Re-invention = innovative, 
pioneering, fundamental 
redefinition of products, 
services  and processes, 
making optimal use of 
continuous evolving 
technology and the new 
environment it creates (e.g. 
sensors, wearables, 
ecosystems, robots, … )
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• 85 million miles driven less per year 

• good for over 8 million fewer gallons of fuel used.

• idle time of engines reduced by 10 million minutes 

• carbon emission reduced by more than 6,500 metric 
tons.  
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Strong controlling
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CODELCO: Strong orchestration increases degree of freedom
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In 2009, newly appointed CEO JP Remy decided Pages Jaunes 

(now Solocal) needed a groundbreaking vision: 

“Pages Jaunes is not in the business of producing 

heavy yellow books - it never has been – but in the 

business of connecting SMEs to local customers. 

Books are just an outdated technology and must 

shift to digital”.  
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When CEO Angela Ahrendts took the helm at Burberry in 2006, she asked  “Where are the 

trench coats?”  Burberry’s external focus on the competitive luxury clothing and leather goods 
had led it to neglect the company’s core product strength. 

“Instead of targeting ‘ladies who lunch’ and baby 

boomers, which all peers do, Burberry will zoom on 

Mellinnials and emerging economies where high net 

worth individuals are typically 15 years younger. 

To engage and communicate effectively with these 

customers, Burberry will use these segments mother 

tongue: digital.”
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Strategy Creation Process
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Mission

Vision + BHAG

Strategy creation

Implementation Tactics

Performance Measurement

Internal EnvironmentExternal Environment

Source: Harvard Business Essentials: Create and Implement the Best                                Strategy for your Business
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Opportunities

Strengths Weaknesses

Threats

Internal

External
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SWOT: Opportunities & Threats
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Opportunities

Strengths Weaknesses

Threats

• Customers
• Pricing constraints 
• Competitors
• Distribution issues
• Technology
• Macro economy
• Regulation
• Work style trends
• Major uncertainties
• Suppliers
• Potential partners
• …

• Identifying threats and opportunities in the external environment
• The world of work style and lifestyle trends that can affect business
• Assessing customers
• Changes in the competitive arena

Internal

External

Looking outside for threats and opportunities
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SWOT: Strengths & Weaknesses
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Opportunities Threats

• Current performance
• Brand power
• Cost structure
• Product portfolio
• R&D pipeline
• Technical mastery
• Employee skills
• Company culture
• …Strengths Weaknesses

• Identifying and assessing core competencies
• Understanding your financial capacity for undertaking a new strategy
• Evaluating management and organisational culture in terms of change-

readiness

Internal

External

Looking inside for strengths and weaknesses
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SWOT: Strengths & Weaknesses 
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Is your ‘core competency’ a sound basis for an effective strategy?

• Inimitability: hard to copy

• Durability: continuing value of the competitive resource

• Appropriability: who captures the value created? 

• Sustainability: can it be trumped by a substitute?

• Competitive superiority: is it really superior to competitors?
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A method to assess S & W

Step Action

1 Select a credible colleague to facilitate the analysis

2 Create a SWOT team of knowledgeable staff from different functions within the company

3 Brainstorm the company and unit’s strengths

4 List all suggestions with post-its an a brown paper

5 Consolidate ideas. Cluster post-its on the brown paper 

6 Clarify ideas

7 Identify the top three strengths

8 Summarise company strengths

9 Repeat steps 2 through 6 for company or unique weaknesses 
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Make a SWOT
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1. Chose a company and its CC

2. Identify Strengths and Weaknesses

3. Identify Opportunities and Threats

4. List them on the table

5. Come back and present them 
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Defining strategic challenges

1
2 3
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build on strengths; resolve weaknesses; exploit opportunities and avoid threats

e.g. for each of the opportunities, find at least one strength that the firm may use to take advantage of the 

opportunity. Also find a weakness that may stand in the way of doing so

e.g. for each of the threats, find at least one strength that should be used or further improved to protect against 

the threat and maybe even turn the threat into an opportunity. Also look for a weakness that must be improved 

or covered up to avoid being affected by the threat.

1. …

Opportunity 2

3. …

4. …

5. …

1. …

Threat 2
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4. …

5. …
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TOWS Example

Opportunity

There are many young people with 

a technical degree in our country

Threat

Competition is hiring skilled people

Strategic challenge:

To recruit timely people with the right 

skills to modernise technology legacy 
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Make a TOWS

55

1. Start from SWOT

2. Link Opportunities with Strengths and Weaknesses 

3. Link Threats with Strengths and Weaknesses 

4. List relevant Strategic Challenges 

5. Come back and present them 
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Strategy Creation Process

57

Mission

Vision + BHAG

Strategy creation

Implementation Tactics

Performance Measurement

Internal EnvironmentExternal Environment

Source: Harvard Business Essentials: Create and Implement the Best                                Strategy for your Business
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Business Model Generation
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A business model describes the rationale of how 
an organisation creates, delivers and captures value. 
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X
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Developing possible solutions

1. Describe the current business canvas

2. Post-it possibilities for change

3. Translate possibilities into solutions

4. List all the solutions

5. Come back and present them 
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Assess options to identify 
the most attractive

Suitability of options: Do they fit? Are they appropriate for the purpose?

Feasibility of options: Can we manage? Is it do-able?

Acceptability of options:  Do they cut cost and/or generate revenues/profit?
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Option 1:

Option 2:

Option 3:

Option 4:
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Is the option feasible? 
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Strategy Creation Process

71

Mission

Goals

Strategy creation

Implementation Tactics

Performance Measurement

Internal EnvironmentExternal Environment
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Creation < > Implementation

72Source: Dr. Sigrid De Wever & Dr Rudy Martens (UA)
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Creation < > Implementation
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• Creation is about doing the rights things

• Implementation is about doing things right
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The Pyramid Principle
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Some facts about people (our customers included): 

 People tend not to listen to things they already know. 

 Only if it is of interest, people want to find out what they don’t know. 

 If people hear something they don’t know, it raises questions. 

Making a statement to your audience that tells them something they don’t know, 
will automatically raise a question in their minds. Why? How? Is this true? Etc. The 
listener will be focused to hear an answer to this question. A question-answer 
dialogue like that will ensure the listeners attention. 
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Strategy Implementation
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• Strategy is nothing more but hot air if little attention is given to the implementation.

• Strategy creation is entrepreneurial and market-oriented

• Strategy implementation is operations oriented

• Every employee must be involved in implementation

Strategy creation Strategy implementation

Analysis and planning Execution

Thinking Doing

Initiate Follow through

At the top Top-to-bottom

Entrepreneurial Operational

Goals-setting Goals achieving
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Mechanisms for Success
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• Gaining a market beachhead 

• Market entry through process innovation

• Applying Judo Strategy: movement, balance and leverage

• Market entry through product differentiation

• Create and dominate new market

• Buying your way in



Intro

Unit goals, Action plan & Metrics
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Mission

Vision + BHAG

Strategy creation

Implementation 
Tactics

Performance 
Measurement

Internal Environment
External 

Environment

Unit level

Unit Goals

Action Plan

Performance Measures
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Setting Company Goals

79

Direct mail sporting goods company’s strategic goal:

• Gain 15% market share within 3 years = measurable goal

• Improve market share over the next years = not measurable goal



Intro

Setting Unit Goals
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Direct mail sporting goods company’s strategic goal:

• Gain 15% market share within 3 years = measurable goal

• Improve market share over the next years = not measurable goal

Customer Service Department:

Raise customer satisfaction from 73% to 95% within three years

National Sales Department:

Increase average account revenue by 20%

Marketing Department:

Increase customer loyalty by 15% in the following three years. 

Unit level

Unit Goals

Action Plan

Performance 
Measures
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Performance Measures
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• The metrics of performance must be relevant and clear e.g. 

“increase market penetration by 10% annually.”

• Performance metrics must be executable.

• KPI’s must be relevant at business unit level e.g. sales-per-employee, profit 

margin, ROI are useful at enterprise level but not at unit level. 

• Applicable metrics are e.g.

Cost Cost per call, e-mail, chat session,...

Satisfaction NPS for top segment, Error rate, complaints rate, ...

Efficiency Idle time, Occupancy,.... 

...

Unit level

Unit Goals

Action Plan

Performance 
Measures
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Why FCR is key
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1. Reduce operating cost  

If you achieve a 68% First Call Resolution (FCR) rating (contact centre industry benchmark 

average), 32% of customers need to call back because their issue wasn't resolved on their first call. The 

industry’s average is 1.4 calls to resolve a customer's inquiry or problem. 

2. Improve customer satisfaction 

For every 1% improvement in FCR, you get a 1% improvement in customer satisfaction. FCR is the highest 

correlated metric to customer satisfaction and dissatisfaction of all the contact centre metrics. 

3. Increase opportunities to sell 

When a customer call is resolved the customer cross-selling acceptance rate increases by 20%. Research shows 

that customers' needs must be resolved before the CSR has earns the right to move on to any sort of sales. 

4. Improve employee satisfaction 

Contact centres with high employee satisfaction also have high FCR and vice versa. The stress is very high on the 

employee who handles the second and third call from a customer whose issue wasn't resolved the first time. 

5. Reduce customers at risk 

If the customer's inquiry or problem is resolved in the first call, only 1% of those customers are at risk to go to 

competitors. Conversely, 15% of customers who did not get their inquiry or problem resolved are likely to go to 

competitors. 

Unit level

Unit Goals

Action Plan

Performance 
Measures
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Did you know …
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 47% of the customers will not call back if they do not get their call resolved

 15% of the customers who's call was unresolved definitely or probably will not continue to use 

the organisation's products and services as a result of this

 for the customers who have achieved a great contact centre experience only 2% will definitely or 

probably not continue to use the organisation's products and services due to this experience

 repeat calls account for 24% of the average annual operating budget of a contact centre

 the percentage of repeat calls for the average contact centre is 30% compared to only 17% for 

the average world class FCR contact centre

 on average 41% of customers will tell 1.2 people about their good experience calling a contact 

centre and on average 74% of customers will tell 5.2 people about their bad experience

But most important, did you know that the main source of First Call Resolution defect is ... the contact 

centre agent himself (44%)? Poor resolution of the problem, incomplete information and poor 

knowledge of the call centre employee are three of the top five reasons. So it is only right of you to 

focus on a contact centre staff training program! 

Unit level

Unit Goals

Action Plan

Performance 
Measures
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Action Plan 

84

• Keep it simple.

• Create commitment from the people who will need to execute the plan

• Structure the actions plan in achievable milestones

• Specify roles and responsibilities

• Make it flexible 

Unit level

Unit Goals

Action Plan

Performance 
Measures
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Alignment check list
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People The required skills are present to make the strategy work

Employees support the strategy

Staff members attitudes are aligned with the strategy

Necessary resources are available 

Incentives The staff reward system is aligned with the strategy

Everyone has performance goals aligned with the strategy

Structure Units are optimally organised to support the strategy

Supportive 

activities

All we do, customer treatments, pricing, … is in line with the 

strategy

Culture Culture and strategy match
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Contact Centre Main Purpose Model
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Call Centre’s Main Purpose Model

Vision To be a world class FCR and Csat Call Centre.

Mission
To retain customers by resolving their call on the first call and having CSR’s that are 

very satisfied working in the call centre.

The Way we Work

 Let the customer be the ultimate judge of our service.

 Make the satisfaction of the customers’ needs our primary mission.

 Have CSR’s with the proper skills, knowledge and abilities.

 Conduct ourselves with the highest standard of integrity and honesty.

 Ensure that our policies, processes and technology assist us in achieving our 

mission.

 Continually quest for improving FCR, Esat and Csat in everything we do.

 Take ownership for resolving customer calls. 

KPI’s

Customers calling the call centre will experience:

 80% or higher of calls are solved on the first call.

 80% or higher of calls customers are very satisfied (Csat top box rating).

Employees working in the call centre will experience:

 50% or higher overall call centre Esat.
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"Without strategy, change 

is only substitution - not evolution.“ 

Glenn Llopis, Earning Serendipity


