Winning- Jack Welch
Strategy Overview- Making It Real

The first step of making strategy real is figuring out the big aha, to gain sustainable competitive advantage- in other words, a significant, meaningful insight about how to win.  To do that, you need to debate, grapple with, wallow in, and finally answer five sets of questions.

Going into the exercise,  let’s assume there is some strategy at work. Where is it, what does it look like, is it working, is it going to get you where you want to go, and if not, what are you going to do to fix it.  The questioning process should not be a wide-scale, bottom-up event.  While others may disagree, Welch feels strongly about the fact that strategy should be the job of the CEO, or the unit leader, along with his or her direct reports.  If the culture is healthy, they can see the organization in all its various, interdependent parts.  They know its people, as well as its sources of ideas and innovation, and can best determine where the most exciting opportunities lie.  Moreover, they are the ones who will ultimately commit the resources the strategy requires.  They get the plaudits if the strategy succeeds and hold the bag if it fails.

If you have a good team – candid, insightful, passionate about the business, and willing to disagree- completing this exercise should be fun and energizing.  With intensity, it should take somewhere between a couple of days and a month.  After that, it’s time to act.
SLIDE ONE- What The Playing Field Looks Like Now

· Who are the competitors in this business, large and small, new and old?

· Who has what share, globally and in each market?  Where do we fit in?

· What are the characteristics of this business?  Is it commodity or high value or somewhere in between?  Is it long cycle or short?  Where is it on the growth curve?  What are the drivers of profitability?

· What are the strengths and weaknesses of each competitor?  How good are their products?  How much does each one spend on Ad/Promo?  How big is each sales force?  How performance-driven is each culture?

· Who are the business’s main customers, and how do they buy?

SLIDE TWO- What The Competition Has Been Up To

· What has each competitor done in the past year to change the playing field?

· Has anyone introduced game-changing new products, new technologies, or a new distribution or channel?

· Are there any new entrants, and what have they been up to in the past year?

SLIDE THREE- What You’ve Been Up To

· What have you done in the past year to change the competitive playing field?

· Have you bought a company, introduced a new product, stolen a competitor’s key salesperson, or licensed a new technology from a start-up?

· Have you lost any competitive advantages that you once had- a great salesperson, a special product, a proprietary technology?

SLIDE FOUR- What’s Around The Corner

· What scares you the most in the year ahead- what one or two things could a competitor do to nail you?

· What new products or technologies could your competitors launch that might change the game?

· What M & A deals would hurt us?

SLIDE FIVE- What’s Your Winning Move?

· What can you do to change the playing field- is it an acquisition, a new product, service, or growth initiative?

· What can you do to make customers stick to you more than ever before and more than to anyone else?

The Right People

Here’s a familiar scene.  Managers meet for months on end in intensive sessions about the company’s competitive situation and direction.  Committees and subcommittees are formed.  Surveys are conducted.  Sometimes consultants are brought in.  And then, at last with tons of fanfare, the company’s leaders announce a new strategy.  Which just sits there.  Any strategy, no matter how smart, is dead on arrival unless a company brings it to life with people- the right people.

A Great Reference

Read “The Knowing-Doing Gap” for a brutal assessment of where you are and how you’re going to improve.

