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Praise for
Strategic Transformation
and juan riboldi


			Strategic Transformation is a powerful book that leverages the best qualities of various approaches with the flexibility to adapt to a myriad of specific situations. Juan Riboldi leads you to levels of excellence you never anticipated—turning vision into reality—by recognizing change as an opportunity!

			—Dr. Bernadette Dunham

			Former director, Center for Veterinary Medicine, 
US Food and Drug Administration

			Juan Riboldi brings a unique perspective on how pragmatic execution of corporate strategy is pivotal to the ongoing validation, course correction, and realization of strategic decisions. Juan brings fresh thinking with perceptions drawn from consulting, corporate experience, and comprehension of history and human behavior. The book makes an easy and enjoyable read; it is full of entertaining and relatable examples that offer practical insights that can be easily translated into real world action.

			—Lior Issacof

			VP and partner, Life Sciences Industry Leader,
IBM Global Business Services

			Strategic Transformation provides a clear roadmap for delivering value even during the most uncertain of times.

			—Leo Hopf

			Author, Stop Competing and Start Winning

			Strategic Transformation is a step-by-step guide for transforming the organization for both young and seasoned executives. A must-read for leadership.

			—Bharat Magu, MD, FACP

			Chief medical officer, Yuma Regional Medical Center

			Juan Riboldi has created a book that skillfully guides leaders through the arduous journey of turning abstract strategic concepts into concrete reality.  

			Contrary to what many leaders believe, Riboldi’s message is that strategy making is much more than a fancy model or a slick matrix. The essence of strategy is putting ideas into practice or, in the words of Helmuth von Moltke the Elder—the celebrated Prussian chief of staff—“strategy is the art of action.” Thus, strategy really begins when the rubber meets the road. 

			The library shelves are loaded with books on strategy formulation but good books on strategy execution are rare, and this book will surely become the definitive go-to book for any leader who has an interest in the subject.

			—Dr. Eitan Shamir 

			Author, Transforming Command

			Juan Riboldi is a visionary leader for implementing successful change. Strategic Transformation is a focused guide to making meaningful and lasting change in an ever-changing world. Juan hits the nail on the head time and time again in this insightful journey. This book is for doers!

			—Rob Holcombe

			Director, Conferences and Workshops, BYU Continuing Education

			In 2019, the Frederick Community College Mid-Atlantic Center for Emergency Management and Public Safety expanded. The expansion brought disparate academic programs together to form a highly functional team. As the executive director, I led the newly formed team using the five principles for mastering change as outlined in Juan’s first book, The Path of Ascent. In spite of the surreal time in human history with a global pandemic, national economic distress, and social and civil tensions, the first-year anniversary on July 1, 2020, found the team realizing much success.  

			As I continue to lead the center into its second year in a world that is complex, interdependent, and interconnected, I am enthusiastic to apply the framework in Juan’s new book, Strategic Transformation, to turn decisions into results. Strategic Transformation provides the core framework that recognizes the complexities of the world we work and lead in today and establishes a progressive operating model that is decisive, agile, and creates value for a wide variety of organizations.

			—Kathy L. Francis, MS, CEM, MDPEMP

			Executive director, Frederick Community College Mid-Atlantic Center 
for Emergency Management & Public Safety

			The concepts in this book are important and relevant especially in light of the current situation. Juan has a unique ability to take complex ideas and break them into simple and easily implemented steps. Strategic Transformation helped me see clearly how value is created and how results are achieved through Juan’s process of strategy development, deployment, and execution. I’ve worked with Juan both as a consultant and as the COO of my company. He practices what he preaches—delivering value. This book is full of real world examples that help bring home the concepts so you can instantly see how you can implement the concept in your organization. His generous use of graphics really brings the ideas forward and makes them easy to understand and remember. I’m sure you’ll get real value from this book.

			—Russ Gentner

			CEO, Listen Technologies

			Juan Riboldi knows what he is talking about. Juan has both significant experience and the successful ability to help executives and team members apply easily understood principles and practices for effective strategic transformation. He was successful with a prior company I worked for and I have since seen him successfully lead many other companies to industry-leading value creation. This is a must-read for anyone wanting a road map to greater value creation in this ever-changing business world.

			—Daron M. Jones

			President and COO, TractusMed

			All I can say is “Wow.” I’ve used the concepts of Juan Riboldi’s first book, Path of Ascent, successfully to transform organizations for many years. So I was very excited when I found out he was writing another. Strategic Transformation did not disappoint. There are many business books written and published each year, but seldom can you read them and put them to immediate use. Like Path of Ascent before it, Strategic Transformation is the exception. In this book, Juan sets forth a clear path through the uncertainties of today’s world and outlines the concepts and processes used to jump-start the creativity and potential of organizations, communities, and people. It’s clearly the best book for harnessing, leveraging, and applying every ounce of potential within your organization, your community, and yourself. Strategic Transformation is a must-read for anyone looking to transform their environment!

			—Don Francis

			Director of human resources, City of Hagerstown, Maryland; 
Washington, DC, Metro Area
Adjunct professor, Mount St. Mary’s University

			Strategic Transformation is an excellent book with real-life situations giving leaders a fresh perspective on best practices to successfully implement strategic transformation and change management.

			—Sultan Altobieb

			Change management program GD
Minister’s advisor, MOMRA, Kingdom of Saudi Arabia
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			Foreword

			As an entrepreneur and business owner, you hope to cross paths with an individual like Juan Riboldi. I’ve known Juan for almost four years, since my business partner and I first hired him as a consultant for many different business ventures. We hired Juan to help with our strategy for raising some capital necessary for growth. Juan quickly went to work finding the best-case options for us. He was able to not only assist on a partner buyout but also secure additional capital for us without going to a private equity or venture capital firm. With Juan’s invaluable aid, our business has grown over 1,600 percent from 2017 to 2019. 

			Juan is a thought leader focused on optimizing organizations to create value for their customers. He is the founder of a strategic consultancy firm called Ascent Advisor and has consulted with C-level and executive teams at Fidelity, IBM, the Financial Times, Sony, and many others around the world. If that isn’t impressive enough, Juan is currently consulting with the Kingdom of Saudi Arabia on a government transformation project that includes several ministries. And he has taught executive courses at Harvard Business School, Pepperdine University, and Brigham Young University. 

			Over these last few years, it has been exciting to work with Juan as we develop new strategies and continue to transform our businesses. Juan provided the framework that has enabled us to transform our business into a long-term value creator. His unique, systematic approach to strategy and innovation is why his results are always positive. He conveys a simple message linking change to opportunity.

			Leading one of the fastest-growing companies in the United States has given me practical appreciation for the unique challenges and opportunities inherent in rapid change. Delivering innovative solutions requires the ability to be both creative and practical. At Dynamic Blending Specialists, we strive to deliver greater value and better solutions than what is usually expected in our industry, while providing rigorous operational efficiency and product quality. Mastering these complementary values is critical to becoming a transformational leader. 

			The main reason you should read this book is because you, like most other business leaders, probably realize that strategic transformation requires more than innovation. It requires visionary and pragmatic leadership at every level of the organization. Incorporating these values into your organization’s culture is at the core of achieving sustainable success. 

			Some companies still disregard the principles Jim Collins taught in the best-selling book, Good to Great. They are unwilling to transform and innovate, despite proven frameworks and principles for growth. The risks are too much to handle for many leaders. They think that getting into the slow lane of innovation is sufficient. But, in fact, as Juan points out, the greater risk is to become less relevant by failing to innovate.

			The amazing thing about this book is that it addresses a broad range of leaders, from start-up entrepreneurs to executives at well-established corporations to government officials seeking to innovate. Juan’s writing is helpfully technical where it needs to be and makes conceptualizing his approach simple. With this book, you will come to understand what is required to execute a successful strategic transformation that creates lasting value.

			Many of the large Fortune 500 companies have gone through the strategic transformation process, and the organizations that have flourished are those that truly seized the opportunity to transform themselves. Take Amazon, for example. Anyone attending college in the early 2000s most likely bought some textbooks from Amazon. I know I did; it saved me a lot of money! Back then, Amazon was already a successful online used bookseller. But what if Jeff Bezos never had the vision to drive for more value? If Amazon had not undergone several strategic transformations, it would not be the world’s most valuable brand today. 

			The hard reality is that, in today’s business world, organizations require a higher level of strategy and innovation to survive. Unless organizations start to transform how they drive value, they will be caught in Jim Collins’s “Doom Loop.” They must lay the groundwork for long-term success, instead of opting to find the quick short-term profit. Every leader needs to treat strategic transformation as essential to remaining competitive and attaining ultimate success.

			Mastering the Strategic Transformation Framework in this book should be an essential part of every executive’s and entrepreneur’s approach to leading change. These principles will guide leaders through a well-executed and dynamic transformation. Every leader should read this book, familiarize themselves with the framework, and apply these concepts in their own organizations to realize their most important goals. 

			The business landscape is getting increasingly more competitive every passing day. Uncertainty is high. Companies that fail to transform, even if they were once successful, quickly lose ground or cease to exist. Change is inevitable, but transformation is a deliberate choice. 

			I would like to end with my favorite quote by Peter Drucker: “The best way to predict the future is to create it.”

			I hope you enjoy this book. Cheers. 

			—Jordan Erskine, 

			Cofounder and President, Dynamic Blending Specialists

			
Chapter One 

			
Delivering What Matters Most

			Strategic transformation is how leaders turn vision into results. How can you play a critical role in creating value in today’s uncertain times? 

			The world is changing fast. We are required to change with the times to remain relevant. But merely adapting to the new conditions is insufficient for success. In order to succeed, we are required to reinvent ourselves, reposition our organizations, and reimagine what we do. We need to strategically transform ourselves and our organizations. 

			Whether you are launching an innovative start-up, repositioning a striving business for growth, leading a large corporation through industry disruption, or navigating social and economic change in the public sector, you need to deliver what matters most—to you, to your team, to your organization, and to society at large.

			Strategic transformation follows predictable patterns that if correctly applied will lead you and your organization to value creation. Strategic transformation is about value creation. 

			Those who are able to implement the new direction with speed, clarity, and precision gain an edge, while those who become paralyzed, reactionary, or confused will stumble or fail. At your work and in your personal life, how you respond to change determines your chances for success.

			Strategic transformation points the way forward during times of uncertainty and risk. The examples of transformational leadership in our times are many. Consider the leadership vision that inspired a nation to send a man to the moon. Tap into the practices that gave Google incremental learning advantages to gain search engine dominance. Consider the massive focus that allowed a team to locate and rescue thirty-three mine workers trapped two thousand feet underground under intense time constraints. Learn how fast-food restaurant managers engage ordinary hourly workers to deliver extraordinary customer service and record profits. Let’s review the practices that propelled Intel to deliver breakthrough innovation to become one of the world’s most valued enterprises.

			Learning about the most successful strategic transformations of the last decades reveals a consistent pattern that, if applied correctly, will give you and your organization the confidence to reach your goals. This book explains the principles, practices, and tools you need to make the most relevant things happen.

			Behind every decisive victory, every remarkable achievement, every significant advance, there is a strategic transformation. Without it, your greatest aspirations remain unrealized dreams, and your diligent work amounts to pointless labor. We look for strategic transformational leaders, yet too few demonstrate the qualities of such a leader. We expect to see it in successful organizations, but it shines through only occasionally. When it does, however, great things happen.

			Trying to realize the most powerful dreams or solve the most painful problems—for ourselves, for our businesses, and for our communities—can become frustratingly difficult. It’s easy to run into obstacles, but much harder to find effective ways to overcome those obstacles. It’s easier to tell others what they need to do, but much harder to get them to do it right. It is the rare person who can grasp what is going on in a complex situation, focus on the most critical opportunities, and take decisive and competent action to realize their goals. 

			But you don’t need to possess rare intuition or unusual amounts of raw talent. You just need to know what to do. As I have advised leaders through the strategic transformation process, I have gained a distinct understanding of what it takes to deliver critical results. By applying the principles and practices described in this book, you, too, can become a strategic transformational leader.

			Mastering Decisive Moves 

			The amphibious landing was thought to be impossible. There were no beaches, only seawalls. Troops, equipment, and supplies would have to scale sheer cliff walls at night and be positioned by early dawn. Approaching vessels would have to maneuver around shallow rocks and shoals. Tidal currents ran as high as eight knots. The waters approaching the little bay were most likely mined. A small island fortification would have to be captured before proceeding to the landing spot. Any disabled or sunken ship could block the passage, spelling disaster for the entire operation.

			Worst perhaps were the tides, fluctuating about thirty-two feet, which except at high tide would turn the bay into a muddy flat. All this could be accomplished on just a few specific dates and within a two-hour period on those dates, when there was sufficient depth for an amphibious assault. But, if successful, before sunrise the enemy would be surrounded and suddenly forced to fight on two fronts. Because this approach was entirely unexpected and nearly impossible, it could be the masterful, decisive move that presaged overall victory.

			Yet all of Douglas MacArthur’s generals and advisors were unconvinced. They wanted to land more troops near Busan, where the UN forces had been pinned down by the best North Korean troops. They believed this was a more realistic and feasible strategy. But MacArthur knew it was a strategy that would cost more casualties and prolong the war. Instead, he envisioned a much more complex and ultimately far more effective move. Landing at Inchon, deep behind enemy lines, near the captured capital of Seoul, would deal the North Korean army a conclusive psychological blow.

			One general and advisor after another warned MacArthur about the dangers of landing at Inchon. MacArthur openly acknowledged the complexity of the operation. Then he proceeded to explain to the doubters that the disadvantages of Inchon as a place to stage an amphibious landing were precisely what would enable UN troops to surprise and defeat the North Koreans. 

			MacArthur deftly deflected the alternatives, saying that even a successful landing elsewhere would not defeat the enemy but only maintain the status quo. Admiral Sherman, who had been sent by the Pentagon to dissuade MacArthur from his plan, became a major ally after hearing MacArthur’s eloquent and convincing defense of his surprise attack plan. This critical political ally turned the tide in his favor with others, and MacArthur’s plan was approved. 

			With the buy-in from those above and below him, MacArthur proceeded to orchestrate the transformation of his war strategy with great precision, trapping the North Korean army between his troops in Busan and those he landed at Inchon and creating panic in the enemy ranks. The North Korean army, which had occupied South Korea for three months, was gone within fifteen days of the Inchon landing. It was one of the greatest strategy transformations in military history. 

			A leader’s abilities are put to the test when they are faced with situations where there are high stakes, conflicting views, and critical consequences. Success hinges on the capacity to execute on what is usually more difficult but critically needed. Leaders like MacArthur have been able to excel in such situations by mastering a set of complementary skills and practices. The strategic transformational leader is able to:

			
					Conceptualize a way to accomplish seemingly impossible goals

					Recognize the real and perceived difficulties as solvable challenges

					Present the plan to achieve a meaningful result with clarity and conviction

					Build a core team of allies to help instill confidence in followers and win support from skeptics

					Carefully plan for the practical, logistical requirements for successful transformation

					Mobilize resources to act swiftly and decisively when it’s time for action

					Keep open lines of communication during the transformation to adjust and adapt as needed

			

			Some of the most successful organizations demonstrate these abilities as they strive to lead their industry, differentiate themselves from competitors, and succeed in the face of stiff challenges. As we’ll see in the following section, this approach is what led Intel to become one of the most valued companies in the world. 

			Innovation by Design 

			Andy Grove, the CEO of Intel, demonstrated all of those strategic transformational leadership abilities and more in his own drive to differentiate his company and succeed in the face of stiff competition. 

			Intel was involved in its own “war” in the 1990s. It was competing with many microprocessor producers for a growing electronic communications market that was hungry for more and faster computing power. Big names such as Motorola, IBM, Apple, AMD, Toshiba, National Semiconductor, and Hitachi, to name a few, were all after the same market. Grove knew that in order to win against such strong competition, Intel would need to perfect every aspect of strategic transformation, from the design to the production, distribution, and marketing of microchips. 

			To achieve that goal, Grove asked his managers to push the envelope in every direction. Managers received wide latitude to experiment and be innovative, but they had to measure their performance every step of the way. From the design of microprocessors to the marketing campaigns to the way they conducted management meetings, Grove insisted on constant improvement in every business process.

			Perhaps most important, Grove engineered an organization capable of producing a continuous flow of radical innovation. The complex designs that accounted for the speed of Intel’s chips went through a competitive process that was far fiercer than any of their competitors had. 

			Intel set up competing engineering teams to vie for the next breakthrough. Every quarter the teams’ designs were rigorously evaluated and compared against each other. Through a strict peer review process, only the best designs were accepted. Those designs were also infused with the useful ideas of engineers from the teams whose designs didn’t advance, and those engineers were moved to the winning teams. This kept all of the engineers in the race, engaged and contributing to the ultimate chip’s design. 

			Going from a field of sixteen competing teams to eight, four, two, and finally down to one, everyone crossed the finish line a winner, bringing their best ideas to the production of the next best product to hit the market—products that continually amazed and baffled Intel’s competitors. 

			But, long before the new, winning chip was proclaimed as the best in market, Intel engineering teams were already hard at work on its successor. They were back in their competing teams vying for the next innovative breakthrough.

			Grove also insisted that his managers measure every aspect of their performance. They were given latitude to experiment and try new things, as long as they were able to learn from their experiences. In order to integrate innovation and discipline, Grove demanded precise measurement and analysis.

			Grove also pushed operational capacity beyond foreseeable needs. To excel in manufacturing, Intel invested millions of dollars in plants that could crank out more processors in a day than some rivals could build in an entire year. Through manufacturing precision and automation, Intel’s chips became not only the fastest but also the cheapest to produce.

			The chief engineer of Intel competitor National Semiconductor once plopped a plastic bag full of National’s low-cost memory chips onto his desk, in front of me, while holding in his other hand an Intel microprocessor. He said, “The challenge is that Intel can produce this one chip for about the same cost that we can produce any one of these chips, but because of the circuitry design alone, we sell our chips by the pound, while Intel sells each one of these at a premium.”

			In the end, it was not that Intel’s strategy was significantly different from that of its many powerful competitors—Intel simply executed its strategy significantly better. With greater vision and focus, wider engagement and more disciplined processes and measurement than any of its competitors, the organization achieved disruptive innovation. During this period, Intel became one of the most valued companies in the world financially, as a place to work, and as a source for world-changing technological breakthroughs.

			The Power of Strategic Transformation

			Intel’s capacity to deliver breakthrough innovation every eighteen months demonstrates powerful strategic transformation. All of Intel’s competitors had essentially similar capabilities, products, and customers. But Intel figured out how to outperform in a way that made them increasingly superior. Often, the most successful companies are not unique in their offerings, markets, strategies, or people, but in their ability to deploy their resources better than others. 

			Strategic transformation is the ability to match a great strategic vision with flawless implementation to realize their combined full potential. You can have a brilliant strategy—even an A+ strategy—but poorly executed, it will only deliver C results, barely a passing grade. A great strategy poorly executed is a missed opportunity. An OK strategy—let’s say a C strategy coupled with a great implementation will still deliver at least B results. But in the long run, the faithful execution of a poor strategy will yield increasingly poorer results. The ideal scenario is to match a brilliant strategy with great execution to deliver A+ results—great ideas well implemented is what is required for a strategic transformation. 

			[image: ]

			Figure 1.1 

			Strategic transformation relates to emerging and widespread business concepts in the fields of strategic innovation, technology disruption, agility, continuous improvement, change management, and business acceleration. All of these concepts define specific approaches for implementing change. Strategic transformation focuses on adopting best practices and innovative technologies to build a highly competitive organization by optimizing human performance.

			Strategic transformation provides a proven framework that leverages the best qualities of multiple approaches with the flexibility to adapt to a given situation. Whether an organization needs to transform into a target state, accelerate the execution of a set direction, or become more nimble and agile at responding to emerging trends, strategy transformation outlines the principles, process, and practices necessary for success.

			Moreover, while most organizational change methodologies address only the organizational level, strategic transformation connects the organizational, team, and individual levels. The role of individual leaders and team members in leading, promoting, and adopting a strategic change is just as critical, if not more important, than the strategies, structures, and processes that need to be put in place.

			In the end, all organizational change amounts to collective change in individuals. The choice each person makes ultimately determines what gets done and how it gets done. The cumulative effect of individual values, attitudes, behaviors, and practices ultimately results in the organization’s culture. So, a successful strategic implementation needs to address individuals and teams as much as the organization at large. 

			For the leader responsible for strategic transformation, this requires the ability to think, plan, and act at all these levels, focusing on broad organizational strategies, structures, processes, and resources while at the same time paying attention to the aspirations, capabilities, motives, and incentives of the individuals assigned to carry out such initiatives. The strategic leader needs to develop an ambidextrous skill set to be effective and authentic at the organizational and individual levels. The strategic leader needs to:

			
					Be both visionary and pragmatic

					Align to leadership directions and lead others with confidence

					Build strong relationships of trust and hold those people accountable for results

					Foster innovation and initiative and set rigorous processes and practices

					Celebrate wins and successes and evaluate performance objectively 

			

			Not an easy task, yet critically important in order to be both strategic and practical. So how can anyone become the kind of ambidextrous leader capable of strategic transformation? It starts with a simple choice. When faced with a change—the kind that makes us wonder how in the world we can possibly handle it—those who can seize the situation as an opportunity ultimately succeed. Those who become stuck seeing what is happening as a threat are likely to fail. At work and in our individual lives, our ability to frame change as an opportunity determines our ability to master the situation and succeed.

			Change is inevitable, but growth is entirely optional. To fuel economic recovery and attain success, leaders need to reinvent their organizations around creating value. Any business can be positioned as a growth business if you are willing to rethink your strategy. 

			Reframing Change as Opportunity

			“We don’t have a role for you in this organization,” my manager told me. I was shocked. Over the previous year, I had led two successful product launches and frequently received positive recognition from that manager and many associates. The morale on the team I led was high, and we were on a roll. Why was this happening to me?

			I had joined IBM while I was still completing college. After an initial round of positions in software development, and as I started graduate business school, I was promoted to managing two struggling education product lines that had been in development for too long, delayed by numerous redesigns and recurring bugs. If the products couldn’t be satisfactorily released relatively soon, the entire operation would be shut down.

			As a young and energetic employee, I accepted this challenge. It was my first real taste of management—at one of the best companies in the world. What I didn’t realize was that I had been put in charge of a sinking ship, a group of products for which the company had little hope. But with the help of a savvy IBM mentor who had led turnarounds, we were able to resolve the issues that were holding up these products. It was a valuable first experience. Within a year, the team had managed to release both products, which earned award-winning recognition, leading IBM to invest in the site and expand the product lines.

			While I was still savoring the success of my team’s accomplishment, IBM decided to restructure the operations and bring a more experienced product manager into my position. I was told that there was no longer a position for me on the team. I felt betrayed. My mentor recommended me for a research role at IBM’s New York head office. That still didn’t feel good, because I was living with my young family in Utah! I didn’t know how to respond to this sudden and unexpected change.

			When we perceive that change is happening to us, we tend to place a red frame around it. In a red frame of mind, we see change as a negative event, a threat or even a defeat. It’s not useful to remain in a red frame of mind. The red frame keeps us stuck in a victim role.

			If we want to lead change rather than become a victim of it, we need to choose a more productive point of view. Putting a green frame around the situation helps us see opportunities. When we adopt a green frame of mind, we see change as an opportunity for growth, learning, advancement, clarity, and ultimate success. The green frame allows us to respond more effectively to the situation.
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			Figure 1.2 

			Focusing on what you can do about the situation rather than on what you can’t do gets you back into growth mode. While change is inevitable, growth is a choice, an intentional decision to learn, advance, and benefit from a given situation. 

			The five steps to shift our frame of mind from reactive to proactive are:

			
					State the change objectively—what is happening

					Identify ways you can influence the situation

					Accept what you cannot change

					Change what you can make better

					Define for yourself and others the opportunity

			

			Back to my situation at IBM, after some deep soul searching I was able to put myself in a green frame of mind. I decided to accept the research position in New York, even though, at the time, it seemed like a big, uncomfortable hassle. The adjustment to living and working in the new environment proved very difficult for a long while. But in the end, it turned out to be a great opportunity. Working at IBM’s global headquarters as a business analyst with an elite team of IBM consultants, I ended up learning a lot about how IBM went about implementing one of the most critical strategic changes in its history. And ultimately I found a profession that I loved, which has been my career for the last thirty years. 

			Had I remained in the red frame of mind, I would have missed out on the opportunity of a lifetime. Adopting a red or a green frame of mind is simply a choice. The red frame keeps us stuck in a victim role, paralyzed by fear and doubt. The green frame allows us to respond more effectively to situations. The impact on ourselves and others is tremendous.

			* * *

			This book is based on personal experiences I’ve had and practical insights I’ve gained over the last thirty years. I’ve been engaged in a fruitful professional career advising innovative leaders at some of the best corporations and fastest-growing enterprises on their most critical decisions. Throughout these busy years, my focus has been on delivering successful strategic transformation.

			This book is also the result of extensive original research in addition to rich personal experience from studying public and private organizations that experienced significant strategic change over the last ten years. By comparing the decisions and outcomes of the companies that succeeded with the ones that failed, I reveal in this book the principles and practices for making strategic transformations work. 

			In the following chapters, you will learn how to lead strategic transformation for your organization. You will glean the ideas, decisions, and practices that helped other leaders and organizations achieve extraordinary results, even in the face of great difficulties, uncertainties, and challenges. In the next chapter, you will learn about the conceptual framework and core elements of a successful strategic transformation.

			Key Takeaways

			
					Strategic transformation is how leadership decisions are implemented by the organization to achieve a critical result.

					Without strategic transformation—the capacity to turn vision into reality—the best plans remain unrealized dreams.

					Masters of strategic transformation:
	Conceptualize a way to accomplish seemingly impossible goals

	Recognize the real and perceived difficulties as solvable challenges

	Present the plan to achieve a meaningful result with clarity and conviction

	Build a core team of allies to help instill confidence in followers and win support from skeptics

	Carefully plan for the practical, logistical requirements for successful transformation

	Mobilize resources to act swiftly and decisively when it’s time for action



	Keep open lines of communication during transformation to adjust and adapt as needed




					Success isn’t necessarily tied to exciting, original concepts; it can also be tied to good, simple ideas that are very well executed.

					Most strategies fail or falter in the execution stage. Effective execution of a transformation is at least as critical as the strategy.

					Strategic transformation requires an ambidextrous skill set, the ability to work at the organizational and individual levels.

					Strategic transformation requires leaders to be both visionary and pragmatic, to simultaneously foster innovation and initiative, while instilling discipline, focus, and accountability.

					Successful strategic transformation requires the ability to recognize the change as an opportunity, to make it your own. 

			

			
Chapter Two 

			
FRAMEWORK—Turning Decisions into Results

			Strategic transformation is how you, as a leader, can get bold, innovative ideas effectively implemented.

			Some individuals can come up with brilliant ideas, but that doesn’t necessarily mean they can successfully make them happen. Some people are better at conceptualizing an innovative vision. Others are good at getting things done, following clear directions. Few, however, can do both. These individuals have mastered the ambidextrous qualities of the transformational leader, who can execute on what is strategically critical.

			This chapter describes how you can become a transformational leader who can deliver what is most critical. You can accomplish this by leveraging the combined qualities of diverse people playing key roles and following the strategic transformation process. This chapter explains how to seize present opportunities and turn them into consistent outcomes in today’s economic environment.

			Strategic transformation is more important than ever in today’s fast-paced, high-stakes, unpredictable environment. Market opportunities evolve rapidly, favoring dynamic responses. Seemingly simple decisions in one area have far-reaching impact on multiple unforeseen areas. Faulty planning or poor execution can quickly escalate into a crisis. A leader’s ability to make sound decisions and implement them effectively marks the difference between winning and losing. 

			To excel at strategic transformation, you need to put all the pieces together in the right place and sequence. You need to inspire others with a shared vision, set clear priorities, align resources, and deploy the right people to engage in effective processes and practices that deliver critical results. All these steps, when properly followed, will deliver success even in difficult situations. Strategic transformation is a process that you can master.

			* * *

			From the air-conditioned office high on the top floor of the skyscraper, you could see, through the glass walls, the entire city flanking the balmy sea and spreading far into the hot desert. It was an impressive sight of magnificent towers and busy highways gleaming brightly in the sun, as if defying the harsh and inhospitable surroundings. The scene was even more spectacular when considering that only a few decades before, what is now Dubai was a fledgling trading seaport teeming with vendors living in tents and traveling on camels.

			“That’s where it all started!” said the city officer, pointing toward Deira, at the mouth of the Dubai Creek, where remnants of the old town barely remain. “Our grandfather had a vision. He thought of using his wealth to turn the town into a world trade center by attracting foreign investment into the region.” He was obviously proud of his tribal heritage and the vision that transformed his Bedouin society into today’s super-modern hub for international business.

			“We’ve been building on that same vision for the last three generations,” he said, looking at the pictures of the crown rulers of the United Arab Emirates in his office. It is obvious that the sheikhs’ vision had accomplished much. He went on to tell me about the many struggles they had to overcome to build a thriving city on the sand.

			As we both contemplated the scenic view of present-day Dubai, he turned my attention to the future. “This is our unfolding vision!” he said as he removed a curtain from one of the office walls, revealing a mural depicting a Dubai extending far beyond its current boundaries. “We need help to build this.”

			Before oil was discovered, Dubai was a desert outpost relying on the trade of pearls, silk, and fish for sustenance. Since the 1970s, the oil industry has fueled the economy, propelling several transformations to make it a renowned world destination for business and tourism. The incredible speed of this development, coupled with the ambition of Dubai’s vision, have amazed the world. Dubai has achieved this success through smart, bold, and innovative strategic thinking.

			Dubai’s success is attributed to capable, visionary leaders and their determination to bring their vision into reality. The foundation behind what Dubai has become is the farsighted and level-headed policies pursued by the late Sheikh Rashid and his successor, Sheikh Mohammad. In the early days of Dubai’s expansion, they were often seen driving around the city, checking that it was clean and well-kept. They were notorious for paying surprise visits to various development projects to ensure that those projects were making steady progress, talking with the workers and reporting on what they saw to the people in charge. 

			The rapid pace of sustained growth, coupled with over-reliance on oil, has brought new challenges to the bustling city. Diversifying the economy will require increased openness, greater market innovation, and deregulation of the private sector. How are Dubai’s leaders responding to these challenges? A bold, long-term vision coupled with clear strategic planning and a determined execution of the transformation are still the driving forces for overcoming the current challenges and embracing a hopeful future. Dubai’s rise from a fledgling seaport to a renowned world trade center has been, and continues to be, vision driven.

			The Strategic Transformation Framework

			The Core

			Strategy is real time. So is the execution of a transformation. Each informs the other. At the core, the relentless focus is on driving value for customers, employees, and investors. Looking from the inside out, strategic transformation is about creating value. This simple and yet critical component is often missing or vaguely defined. Strategic transformation is centered on creating value, which needs to be defined and measured from the start. Success depends on aligning to that core.

			Since driving value is at the core, it needs to be defined first, not last. It is the most critical component to the success of the entire process. When aiming for a defined and measurable goal from the start, the entire strategic transformation aligns all activities to the desired outcomes. As a result, the outcomes are more likely to be achieved. When the core is missing or is secondary to the strategic transformation process itself, people may go through the motions without delivering an outcome.

			Strategic transformation is not about following a methodology or applying a process as much as it is about achieving a desired result. The end result can be measured in multiple ways. For some organizations, driving value is best defined in financial, operational, cultural, or customer gains. The following are a few examples.

			The leadership team of a US federal government agency, foreseeing the need to become more efficient, innovative, and responsive to market trends, set as one of their priorities developing capacity to lead change. This agency developed cadres of high-performing individuals to act as champions for change, facilitating various cultural and process improvements. The driving value continues to be measured in terms of leadership capabilities.
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