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Who we are

Exploring innovation together 
using tested innovation tools

Innovation Partners

Experienced Finance 
advisors & experts

Finance

Bringing experienced 
partners to support your 
business in a holistic way 
for design thinking & lean 
startup

Business Planning &
             Management

Consult you in selecting 
emerging technologies best 
suited for your business

Emerging Technologies

Global network of partners

Global Network

World-Class strategy 
innovators, educators, 

partners and C-level 
executives . 

Corporate Strategy

Onboarding best trained 
talents for your business by 

differentiating skills 

Talent Sourcing & Training

Global Network

Talent 
Sourcing

Business 
Planning &

  Management

Innovation Business &
 Finance

Emerging 
Tech 

Corporate 
Strategy
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Our offerings
• Emerging technologies
• Enterprise architect
• Strategic Programs
• ROI and tech transformations

Technologies & Programs

•Digital Platforms
•Learning & 
Development
•Leadership 
Programs

•Master trainer 
Program

Digital Academy
• Strategy Tools 
• Business model innovation
• Competitive strategy
• Blue ocean strategy
• Exploring adjacency 
•Digital Supply Chain

Strategy & Innovation 

• Performance 
Management
• Change 
Management
• HR and 
Management 

Reporting
•Talent Sourcing

Talent Sourcing & Training
• Benchmarking
• Business  Valuations
• Cost Studies
• Equipment   Analysis
• Capital Budgeting

Business Transformation

• Tech M&A
• Strategic 
planning
• Wargaming
• Scenario 
planning
• Portfolio Strategy
• Organic Growth

• Pricing & 
Profitability
• Shareholder 
Value Strategy

Corporate Strategy

• Accounting         
Outsourcing
• Bookkeeping
• Financial Reporting
• Payroll Processing

• Tax Compliance
•Forecasts
•Modeling

Finance
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Our Business Model

Co-Invest in our Growth by partnering

Subscribe our Services 

Innovate, Build & Co-create together 



6 C L U S T I V

Partners

North America

South America Africa

Asia

Head Quarter 
Munich Germany

Europe
Clustiv Global Network
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WORKFLOW AUTOMATION
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Develop a Value-First Business
Process Automation (BPA) Strategy

Consider BPA 
opportunities & 

use cases

Explore BPA through 
a pilot

Incorporate BPA is a 
business unit

Proliferate BPA 
across the 

organization

Optimize product & 
service value with 

BPA
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BPA Complexity & Scale

BPA Foundations Specialized Adoption

Tactical Technology-
Centric

Strategic 
Principle/Value-Based

Reassess BPA’s maturity as more complex and 
scaled process use cases are identified.

Automate with a purpose, a vision, and a strategy by 
concentrating your investments on the core capabilities that 
matter. Don’t automate for the sake of automating/
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SPA = Smart Process Automation
RPA = Robotic Process Automation

Consult/BPR Design Implement Support

Cognitive computing & artificial intelligence Processes with significant 
judgment-based tasks (ML/AI)

Standardization of process delivery (shared sub process) Re-engineered processes using 
common components

Improved process efficiencies Processes with unstructured 
data (ARM/ECIM)

Quick cost reductions Simple, rules based, screen 
centric automation
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Build your Process Automation Backlog
Your backlog must give you a holistic understanding of demand for business process optimization and automation.

TRENDS

Application Rationalization

Capability & Value Stream 
Analysis

Business Requests & Incidents

Discovery & Mining Capabilities

Market Trends Analysis

Competitive Analysis

Regulations & Industry 
Standards

Customer & Reputation 
Analysis

OPPORTUNITIESEXTERNAL SOURCES INTERNAL SOURCES

MVA
A minimum viable automation (MVA) focuses on a single and small process use case, involves minimal 
possible effort to improve, and is designed to satisfy a specific user group. Its purpose is to maximize 

learning and value and inform the development of a full-fledged process automation practice
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Supply Chain Automation

Develop SupportDeliverMakeSourcePlan

Quality Sensing

3D Printing

Sensor-driven replenishment

Cognitive Planning

Traditional Supply Chain

Dynamic
Fulfillment

Connected
Customer

Synchronized
Planning

Intelligent
Supply

Digital
Development

Factory of 
the Future

Digital Supply Networks

Digita
l

Core
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Corporate Use Cases

Demand/Revenue Forecasting

Anomaly & Error Detection

Decision Support

POC Revenue Forecasting

Cash Collection

Business Value

Income/Cash 
Improvement

Efficiency
Reporting/ 
Forecasting 

Accuracy

Audit/ 
Compliance

Feasibility

Technical 
Feasibility

Data Feasibility
Organizational 

Feasibility

None

Low

Medium

High

Very High
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STRATEGIC ROADMAP
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Granular 

Areas of 

Focus

Specific 

Scope

Specs & 

Designs

Less 

Flexible

Some
flexibility

Wide area 
of focus

High level 
broad scope 

flexible

STRATEGIC VISION

CURRENT VISION NEAR-TERM VISION FUTURE VISION
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Develop the right process 

maps which accurately reflect 

how value is created for 

customers through business 

processes

Determine how, where and by 

how much business process 

can influence the strategic 

and/or process objectives

Identify & engage the right people 

with the right reporting system, 

disciplines & accountability to 

evaluate or improve process

Fully integrate process-based 

reporting discipline and tools 

into process management 

action planning & performance

ILLUSTRATE

DEDICATE

OPERATE

TRANSLATE

INDICATE

Develop the measurement 

systems & data which 

illustrate the linkage between 

process behavior & 

performance
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Brand Identity
Brand must be positioned not only with product 
but also with partnership 

CHARACTERISTICS DESCRIBE THE CHANGE 

Culture/behavior of our team
Innovative fearless learning 
culture  with team spirit

Our advice/practice philosophies
Truth and transparency with 
One team.

Client service/value proposition
Innovative products with customer-oriented services to 
learn from customers to bring innovations.

Ideal client
Customers A whose ideas help us t deliver 
innovative products to grow revenue

Fee model/revenue mix Trial based basic software version

Scale of our practice
Write a text for describing 
changes

Talent/skills/education of our 
team

Grow on job and adjacent opportunities to 
contribute in 

Locations
Grow locations with partnership in the regions to 

expand presence

Use of technology Technology everywhere in the core of use 

Communications & marketing
Using innovative tools by using emerging tech 
to stay  ahead

AREAS FOR 

CHANGE
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STRATEGIC ROADMAP

INGREDIENTS 
FOR CHANGE

MISSION To connect, support and inform efforts to improve the health of individuals and communities in 
city/state/country

VALUES Feeling from another’s 
perspective

EMPATHY

Prioritizing the most 
impacted

EQUITY

Transparency, honesty 
and accountability

INTEGRITY

Listening, adapting and 
experimenting

OPENNESS

Embracing community 
wisdom

KNOWLEDGE

Policy, systems & 
environmental change

Multi-sector 
partnerships Paradigm shift Community-driven 

solutions Build trust and equity

BY YEAR 2

BY YEAR 3 Company will support stakeholders in building networks of collaborative health champions

Company will identify and build relationship with stakeholders and develop strategies to support progression along the 
collaboration continuum.

RESISTANT

• Believes day job 
doesn’t impact health

• Prefers comfort zone

CURIOUS

• Interested in what
customers are up to

• Gets connected by a 
trusted source

AWARE

• Verbalize 
intersections

• Expresses “ahas”
• Energized

ADVOCATE

• Influences others
• Practices buy-in
• Co-creates “the 

change” and work

CHAMPION
• Recruits & activates 

partners
• Collaboration is the 

norm
• Practice 

accountability
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STRATEGIC ROADMAP - SWIMLANE VIEW
PRODUCT FINANCE SALES MARKETING
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AI software API

Innovation support

Identify customer values

CRM & automation 
integration

Live chat

Push notification

Analytics

SAML single sign on

Stakeholder commenting

Cloud support

Improve service 
performance

Account management

Stream financial reporting

Finalize 20XX budget

Finalize 20XX budget

Breakdown analysis

Cost & complexity drivers

Streamline vendor 
management

Engage key vendors

Profit opportunities

Negotiate $2M+ deal

Connect with distribution 
networks

Launch salesforce

Competitor risk analysis

Analyze sales trends

Define sales territories

Lead generation strategies

Group discount 6+ @15%

Competitor analysis

Influencer platform + 
partnership

Launch monthly webinar

Partnerships

Industry outlook

Schedule focus group

Diversification
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STAKEHOLDERS ANALYSIS
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STAKEHOLDER ANALYSIS PROCESS

IDENTIFY 
STAKEHOLDERS DISPLAY RELATIONS EVALUATE & ANALYZE DECIDE FUTURE 

MEASURES

• Who are the main participants 

for the project in question

• Who is interested in this 

project or who is affected by it

• Internal vs external 

stakeholders

• Which processes or parts 

of processes are 

connected?

• How are the stakeholders 

related to the process

• Degree of involvement 

and scope of influence

• Compare expectations and 

interests of stakeholders

• Expectations of the project

• Investment details

• Stakeholder attitude

• Risks, threats, opportunities

• Implementation strategy

• Analytical insights and 

possible consequences

• Measures & 

communications
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TYPES OF 
STAKEHOLDERS

• Execs and leaders

• Managers

• Employees

INTERNAL

Usually members of the organization.

• Shareholders

• Distributors

• Suppliers

• Financiers

• Retailers

PRIMARY/CONNECTED

Those who have an economic or 
contractual relationship with the organization.

SECONDARY/EXTERNAL

Those who are not directly connected to the 
organization but are still interested in or could be 
impacted by  the organization’s activities.

• Governments

• Advocacy groups

• Media organizations

• Local communities
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STAKEHOLDER ANALYSIS MATRIX
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Engage in interest areas
increase level of interest, satisfy

them with the project

SATISFY | MEET THEIR 
NEEDS

Focused effort, involved at
all decision making. Engage with regular 

communication and consultation.

MANAGE | KEY 
PLAYERS

Only need to inform if
have time. Aim to move into

the right-hand box

MONITOR | LEAST 
IMPORTANT

Make use of interest through 
involvement in low-risk areas. 

Potential supporter of project. 

INFORM | SHOW 
CONSIDERATION
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EXTENDED 
STAKEHOLDER MAP

This stakeholder map displays the overall 

attitudes from each stakeholder toward the 

project. This helps us identify which stakeholders 

might need special attention and consideration.

PROJECT

Owner

Management

Employee

Supplier

Customer

Unions

Politics

Public

Banks

Share
Holder

Advocate/ Supporter

Neutral

Critic/ Blocker
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STAKEHOLDER ANALYSIS TABLE

STAKEHOLDER: CONTRACTUAL

Shareholder

Banks

Insurance

Investor

OBJECTIVE OF STAKEHOLDER POWER RISK

Higher YoY return on investments High Medium

Timely loan repayments and opportunities for future lending Medium High

Risk assessment and premium determination Low High

Company performance and future projections High Medium

STAKEHOLDER: REGULATORY

Authorities

Tax office

Institutions of legal system

Courts

OBJECTIVE OF STAKEHOLDER POWER RISK

Adherence to national/international governmental regulations Medium Low

Accurate and thorough auditing every fiscal year High Low

Legality of business activities and change in laws High Low

Record-keeping of past court cases Medium Low
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Supply Chain Strategy 
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III. Sourcing & 
Procurement Strategy

IV. Manufacturing 
Strategy

II. Demand & Supply 
Planning Strategy

V. Logistics & 
Distribution Strategy

I. Supply Chain 
Overarching Strategy

1. Overview and best practices of 
the function “Demand & Supply 
Planning” 

2. Maturity model

3. Key performance indicators 
(KPIs)

4. Current state of the company

5. Future state of the company

6. Potential projects to reach our 
future state

7. Business cases to help us 
prioritize our potential projects

VI. Project Prioritization, Business Roadmap and Implementation

VII. Change Management

1. Overview and best practices of 
the function “Sourcing & 
Procurement” 

2. Maturity model

3. Key performance indicators 
(KPIs)

4. Current state of the company

5. Future state of the company

6. Potential projects to reach our 
future state

7. Business cases to help us 
prioritize our potential projects

1. Overview and best practices of 
the function “Manufacturing” 

2. Maturity model

3. Key performance indicators 
(KPIs)

4. Current state of the company

5. Future state of the company

6. Potential projects to reach our 
future state

7. Business cases to help us 
prioritize our potential projects

1. Overview and best practices of 
the function “Logistics & 
Distribution” 

2. Maturity model

3. Key performance indicators 
(KPIs)

4. Current state of the company

5. Future state of the company

6. Potential projects to reach our 
future state

7. Business cases to help us 
prioritize our potential projects

1. Summary of the corporate & 
Business strategy

2. Supply chain vision, mission and 
values

3. Supply chain strategic objectives 
to reach our vision

4. Team & budget

5. Make or buy decision

6. Supply chain 4 pillars to reach 
our strategic objectives: 
“Demand & Supply Planning”, 
“Sourcing & Procurement”, 
“Manufacturing”, and “Logistics 
& Distribution” 
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Mission Statement

Our mission is to create a world-class supply 
chain that delivers exceptional value to our 

customers, shareholders, and communities. We 
strive to build strong partnerships with suppliers, 
continuously improve processes, and leverage 
technology to drive innovation and efficiency 

throughout the supply chain.

Vision Statement

Our vision is to be recognized as a leader in 
supply chain excellence, setting the standard for 

quality, reliability, and innovation. We aim to 
provide our customers with the best products and 
services at the right time, in the right place, and 
at the right cost, while promoting sustainability 

and social responsibility.

Supply Chain Function
Mission Statement and Vision Statement
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Step 1: “Make or Buy decision”
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III. Sourcing & 
Procurement Strategy

IV. Manufacturing 
Strategy

II. Demand & Supply 
Planning Strategy

V. Logistics & 
Distribution Strategy

I. Supply Chain 
Overarching Strategy

1. Overview and best practices of 
the function “Demand & Supply 
Planning” 

2. Maturity model

3. Key performance indicators 
(KPIs)

4. Current state of the company

5. Future state of the company

6. Potential projects to reach our 
future state

7. Business cases to help us 
prioritize our potential projects

VI. Project Prioritization, Business Roadmap and Implementation

VII. Change Management

1. Overview and best practices of 
the function “Sourcing & 
Procurement” 

2. Maturity model

3. Key performance indicators 
(KPIs)

4. Current state of the company

5. Future state of the company

6. Potential projects to reach our 
future state

7. Business cases to help us 
prioritize our potential projects

1. Overview and best practices of 
the function “Manufacturing” 

2. Maturity model

3. Key performance indicators 
(KPIs)

4. Current state of the company

5. Future state of the company

6. Potential projects to reach our 
future state

7. Business cases to help us 
prioritize our potential projects

1. Overview and best practices of 
the function “Logistics & 
Distribution” 

2. Maturity model

3. Key performance indicators 
(KPIs)

4. Current state of the company

5. Future state of the company

6. Potential projects to reach our 
future state

7. Business cases to help us 
prioritize our potential projects

1. Summary of the corporate & 
Business strategy

2. Supply chain vision, mission and 
values

3. Supply chain strategic objectives 
to reach our vision

4. Team & budget

5. Make or buy decision

6. Supply chain 4 pillars to reach 
our strategic objectives: 
“Demand & Supply Planning”, 
“Sourcing & Procurement”, 
“Manufacturing”, and “Logistics 
& Distribution” 



30 C L U S T I V

Maturity Model for Demand & Supply Planning
Demand Planning

Level 1 - Basic Level 2 - Medium Level 3 - Good Level 4 - World-class

Demand 
Planning

•Forecasts only based on historic 
sales. Forecast accuracy is not 
measured

•Forecasts only based on historic 
sales. Forecast accuracy is below 50%

•Forecasts based on multiple input 
such as historic sales, new product 
mix, market growth, advertising, 
seasonality & customer-provided 
intelligence. Forecast accuracy is 
between 50% and 70%

•Forecasts based on multiple input 
such as historic sales, new product 
mix, market growth, advertising, 
seasonality & customer-provided 
intelligence. Forecast Accuracy is part 
of executive key performance 
indicators, and is above 70%

•Ad-hoc/ infrequent forecasting 
frequency

•Monthly forecasts •Weekly forecasts •Weekly forecasts with ability to 
adjust forecast real time if needed

•Long and highly complex forecasting 
process

•Complexity somewhat reduced, but 
forecast process is still inefficient. 
Long forecast process time

•Reduced process time, but some 
complexity and manual operations 
still remain

•Automation improves forecasting 
process efficiency. Short forecast 
process time

•Use of Spreadsheets •Simple forecasting tools •Advanced forecasting tools •Multi-dimensional advanced 
forecasting tools

•No collaboration between functions 
and business units. Many different 
forecasts used throughout the 
company.

.

•Partial collaboration between 
functions and business units. A 
limited number of forecasts used in 
the company.

•High collaboration between functions 
and business units. A single forecast 
is used by the whole company. 

•High collaboration between functions 
and business units. A single forecast 
is used by the company, its suppliers, 
and customers. 
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Key Performance Indicators (KPIs)
We identified 10 KPIs

KPI

Cash-to-cash cycle 
time

Plan Cycle Time

Cumulative supply 
chain lead time

ABC segmentation 
analysis

Cost of goods sold

Description

Time it takes for cash invested in materials to flow back into the company after finished goods have been delivered to 
customers.
Cash-to-cash cycle time = Inventory days of supply + Days sales outstanding - Days payable outstanding

The average time associated with Plan Processes

Average actual cycle time to complete all supply chain activities from planning to execution

Value or volume per SKU divided by total value or volume. Usually expressed in Percentage.
Example: A items = 50%; B items = 30%, C items = 11% and D items = 9%

Cost associated with buying raw materials and producing finished goods. Includes direct costs (labor, materials) 
and indirect costs.

Cost of goods sold = Direct material + Direct labor + Overhead
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Current State & Target state
Maturity Model for Demand & Supply Planning

Demand 
Planning

Sales & 
Operations 

Planning (S&OP) 

Production 
Planning 

Inventory 
Planning 

Material 
Requirements 

Planning (MRP) 

Distribution 
Requirements 

Planning 

Level 1 - Basic Level 2 - Medium Level 3 - Good Level 4 - World-class

Current State Target State
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Current State & Target state
Maturity Model for Demand & Supply Planning

For more details, open the 
Excel document “Maturity 
Model”
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Current State & Target State
Key Performance Indicators

KPI

Cash-to-cash cycle time

Plan Cycle Time

Cumulative supply 
chain lead time

ABC segmentation 
analysis

Cost of goods sold

Description

Time it takes for cash invested in materials to flow back into the company after finished 
goods have been delivered to customers.

Cash-to-cash cycle time = Inventory days of supply + Days sales outstanding - Days payable 
outstanding

The average time associated with Plan Processes

Average actual cycle time to complete all supply chain activities from planning to execution

Value or volume per SKU divided by total value or volume. Usually expressed in Percentage.

Example: A items = 50%; B items = 30%, C items = 11% and D items = 9%

Cost associated with buying raw materials and producing finished goods. Includes direct 
costs (labor, materials) and indirect costs.

Cost of goods sold = Direct material + Direct labor + Overhead

Current State

Average

Maximum

Slow

Medium

Average

Target State

Innovation to cash flow 
to get value in advance 

by booking

Reduce planning timing 
using emerging 

technologies

Innovation by following 
Agile method

Maximum

Reduce by minimizing 
overhead initially



35 C L U S T I V

Open our ready-made Excel template “Safety Stock”



36 C L U S T I V

III. Sourcing & 
Procurement Strategy

IV. Manufacturing 
Strategy

II. Demand & Supply 
Planning Strategy

V. Logistics & 
Distribution Strategy

I. Supply Chain 
Overarching Strategy

1. Overview and best practices of 
the function “Demand & Supply 
Planning” 

2. Maturity model

3. Key performance indicators 
(KPIs)

4. Current state of the company

5. Future state of the company

6. Potential projects to reach our 
future state

7. Business cases to help us 
prioritize our potential projects

VI. Project Prioritization, Business Roadmap and Implementation

VII. Change Management

1. Overview and best practices of 
the function “Sourcing & 
Procurement” 

2. Maturity model

3. Key performance indicators 
(KPIs)

4. Current state of the company

5. Future state of the company

6. Potential projects to reach our 
future state

7. Business cases to help us 
prioritize our potential projects

1. Overview and best practices of 
the function “Manufacturing” 

2. Maturity model

3. Key performance indicators 
(KPIs)

4. Current state of the company

5. Future state of the company

6. Potential projects to reach our 
future state

7. Business cases to help us 
prioritize our potential projects

1. Overview and best practices of 
the function “Logistics & 
Distribution” 

2. Maturity model

3. Key performance indicators 
(KPIs)

4. Current state of the company

5. Future state of the company

6. Potential projects to reach our 
future state

7. Business cases to help us 
prioritize our potential projects

1. Summary of the corporate & 
Business strategy

2. Supply chain vision, mission and 
values

3. Supply chain strategic objectives 
to reach our vision

4. Team & budget

5. Make or buy decision

6. Supply chain 4 pillars to reach 
our strategic objectives: 
“Demand & Supply Planning”, 
“Sourcing & Procurement”, 
“Manufacturing”, and “Logistics 
& Distribution” 
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Strategic Sourcing is a lot more than just Basic Cost Cutting

• Reduce the total cost of materials and 
services (“external spend”) for an 
organization 

• Maintain or increase quality and service

• Upgrade overall purchasing bargaining 
power of the organization while decreasing 
the number of suppliers

• Optimize the inventory levels

• Improve overall level of supply chain 
management skills 

• Reducing excessive levels of purchasing 
transactions

• Build the organization’s competitive 
position through sustained improvement in 
cost and supplier value
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There are 2 main categories of purchased items

Direct Goods and Services Indirect Goods and Services

Direct Goods and Services are the 
components used to produce finished goods. 

For example, Procter & Gamble will need 
plastic to create its shampoo products.

Indirect goods and services are items such as 
Office Supplies, Management Consulting 

Services, IT Hardware, Marketing,…that are 
used to support operations.
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There are 4 main types of Procurement organizations

Value of 
Centralization

Complexity of 
Coordination

HighLow

Low

High

Globalized purchasing

• Procurement strategy and sourcing will be done at a 
global level for all divisions and countries

• Typically for standard high-volume products belonging to 
an international market 

• Examples: Fuel

Regionalized purchasing

• Procurement strategy and sourcing will be done at a 
divisional level

• Typically for customized/special
• Example: Utilities

Localized purchasing

• Procurement strategy and sourcing will be done at a 
local level within a division or region

• Typically for one-off products, specific products, or high 
value products in a local and fragmented market

• Example: Catering

Cooperative purchasing

• Procurement coordination teams will be created to share 
procurement and supplier information. 

• Typically for specific spend categories where there are 
some commonalities, but different standards depending 
on the divisions or countries

• Example: Engineering parts

Types of Procurement Organizations
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III. Sourcing & 
Procurement Strategy

IV. Manufacturing 
Strategy

II. Demand & Supply 
Planning Strategy

V. Logistics & 
Distribution Strategy

I. Supply Chain 
Overarching Strategy

1. Overview and best practices of 
the function “Demand & Supply 
Planning” 

2. Maturity model

3. Key performance indicators 
(KPIs)

4. Current state of the company

5. Future state of the company

6. Potential projects to reach our 
future state

7. Business cases to help us 
prioritize our potential projects

VI. Project Prioritization, Business Roadmap and Implementation

VII. Change Management

1. Overview and best practices of 
the function “Sourcing & 
Procurement” 

2. Maturity model

3. Key performance indicators 
(KPIs)

4. Current state of the company

5. Future state of the company

6. Potential projects to reach our 
future state

7. Business cases to help us 
prioritize our potential projects

1. Overview and best practices of 
the function “Manufacturing” 

2. Maturity model

3. Key performance indicators 
(KPIs)

4. Current state of the company

5. Future state of the company

6. Potential projects to reach our 
future state

7. Business cases to help us 
prioritize our potential projects

1. Overview and best practices of 
the function “Logistics & 
Distribution” 

2. Maturity model

3. Key performance indicators 
(KPIs)

4. Current state of the company

5. Future state of the company

6. Potential projects to reach our 
future state

7. Business cases to help us 
prioritize our potential projects

1. Summary of the corporate & 
Business strategy

2. Supply chain vision, mission and 
values

3. Supply chain strategic objectives 
to reach our vision

4. Team & budget

5. Make or buy decision

6. Supply chain 4 pillars to reach 
our strategic objectives: 
“Demand & Supply Planning”, 
“Sourcing & Procurement”, 
“Manufacturing”, and “Logistics 
& Distribution” 
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We identified 10 potential initiatives

Initiative name Description

1. Lean Manufacturing Implementing a lean manufacturing program that focuses on improving efficiency, reducing waste, and 
optimizing the production process.

2. Six Sigma Implementing a Six Sigma program to improve quality by reducing defects and variability in the production 
process.

3. Kaizen Implementing a Kaizen program to improve continuous improvement by involving employees in identifying 
and implementing process improvements.

4. Total Productive Maintenance (TPM) Implementing a TPM program to improve equipment reliability and reduce downtime through proactive 
maintenance.

5. Value Stream Mapping Conducting value stream mapping exercises to identify process inefficiencies and waste and implement 
improvements to reduce cycle time and costs.

6. Just-In-Time (JIT) Implementing a JIT system to reduce inventory costs by producing products only when they are needed and 
reducing lead times.

7. Manufacturing Execution System (MES) Implementing an MES system to improve visibility and control of the production process, enabling real-time 
decision-making.

8. Automated Manufacturing Implementing automated manufacturing technologies to reduce labor costs, improve quality, and increase 
production efficiency.

9. Supply Chain Optimization Optimizing the supply chain to improve materials flow and reduce lead times, enabling faster response to 
customer demand.

10. New Product Introduction (NPI) Improving the NPI process to accelerate product development and introduction, enabling the company to 
bring new products to market faster and more efficiently.

Real-life example
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To be able to prioritize our potential projects, a business case with 7 
sections has been created for each project

5.Strategic 

Alignment

        6.Value 7.Ease of 
Implementation

Project Description Project Assessment

1.Business opportunity & suggested solution

3.Project scope, approach and high-level plan

4.Deliverables, activities & key success factors

2.Project objectives and key performance indicators (KPIs)

For more details about our Business case, open the file “Project Business Case”.

In the next slides you’ll see a Lean Business Case for our top 5 key projects
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Lean Business Case
Project name: Corporate Business
Project description:  To bringing corporate cultural shift and alignment for company

Strategic 
Alignment

             Value Ease of 
implementation

Yes No

Low Medium High Difficult Intermediate Easy

Change Manager
Kathie Jones

Project Sponsor
Peter Patterson

Project Manager
David Roy

$16.3M

Net Present Value
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III. Sourcing & 
Procurement Strategy

IV. Manufacturing 
Strategy

II. Demand & Supply 
Planning Strategy

V. Logistics & 
Distribution Strategy

I. Supply Chain 
Overarching Strategy

1. Overview and best practices of 
the function “Demand & Supply 
Planning” 

2. Maturity model

3. Key performance indicators 
(KPIs)

4. Current state of the company

5. Future state of the company

6. Potential projects to reach our 
future state

7. Business cases to help us 
prioritize our potential projects

VI. Project Prioritization, Business Roadmap and Implementation

VII. Change Management

1. Overview and best practices of 
the function “Sourcing & 
Procurement” 

2. Maturity model

3. Key performance indicators 
(KPIs)

4. Current state of the company

5. Future state of the company

6. Potential projects to reach our 
future state

7. Business cases to help us 
prioritize our potential projects

1. Overview and best practices of 
the function “Manufacturing” 

2. Maturity model

3. Key performance indicators 
(KPIs)

4. Current state of the company

5. Future state of the company

6. Potential projects to reach our 
future state

7. Business cases to help us 
prioritize our potential projects

1. Overview and best practices of 
the function “Logistics & 
Distribution” 

2. Maturity model

3. Key performance indicators 
(KPIs)

4. Current state of the company

5. Future state of the company

6. Potential projects to reach our 
future state

7. Business cases to help us 
prioritize our potential projects

1. Summary of the corporate & 
Business strategy

2. Supply chain vision, mission and 
values

3. Supply chain strategic objectives 
to reach our vision

4. Team & budget

5. Make or buy decision

6. Supply chain 4 pillars to reach 
our strategic objectives: 
“Demand & Supply Planning”, 
“Sourcing & Procurement”, 
“Manufacturing”, and “Logistics 
& Distribution” 



45 C L U S T I V

There are 5 main categories of inventories

Work-in-process (WIP) Raw materials that have entered the manufacturing process and are being worked on or to be worked on. 
Sometimes, it is also called “in-process inventory”

Finished goods
The finished products of the production process that are ready to be sold as completed items. 
They may be held at the factory or central warehouse or at various points in the distribution system. 
Sometimes, it is also called “end items”.

Distribution inventories Finished goods or spare parts located in the distribution system.

Raw material Purchased items received which have not entered the production process. They includes purchased 
materials, components parts, and subassemblies.

Maintenance, repair, and 
operational supplies (MROs) 

Items used in production which are not part of the product. These include hand tools, spare parts, 
lubricants, and cleaning supplies.
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Inventories can be classified according to the function they perform

Anticipation inventory
Additional inventory above basic pipeline stock to cover projected trends of increasing sales, sales 
promotion programs, seasonal fluctuations, plant shutdowns, vacations, etc.

Fluctuation inventory 
(also called fluctuation stock) Inventory that is carried as a cushion to protect against forecast error.

Lot size inventory
(also called order quantity)

The amount of a particular item that is ordered from the plant or a supplier or is issued as a standard 
quantity to the production process.

Transportation inventory
(also called movement inventory) Inventory that is in transit between locations.

Hedge inventory
A form of inventory buildup to buffer against potential events such as labor strikes, price increases, 
unsettled government, etc.

Maintenance, Repair, and Operating 
supplies (MRO). 

Inventory which is used in the production process and plant maintenance such as maintenance supplies, 
spare parts, and consumables
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There are five cost associated with inventories 

Carrying cost It is the cost incurred by the firm because of the volume of inventories carried. 

Ordering cost It is the cost of placing an order either with the factory or a supplier. It does not depend upon the quantity 
ordered.

Stockout cost Stockout occurs when demand exceed forecast. It can be potentially expensive because of back-order costs, 
lost sales, and lost customers. Stockout is usually reduced by carrying extra inventory.

Item cost It is the cost of the item and any other direct costs associated in getting the item into the plant (e.g. 
transportation, custom duties, and insurance). The inclusive cost is often called the landed price.

Capacity related cost Cost due to a change in output level. For example, a change in output level may result in a need to hire, 
train, layoff, or increase overtime.



48 C L U S T I V

III. Sourcing & 
Procurement Strategy

IV. Manufacturing 
Strategy

II. Demand & Supply 
Planning Strategy

V. Logistics & 
Distribution Strategy

I. Supply Chain 
Overarching Strategy

1. Overview and best practices of 
the function “Demand & Supply 
Planning” 

2. Maturity model

3. Key performance indicators 
(KPIs)

4. Current state of the company

5. Future state of the company

6. Potential projects to reach our 
future state

7. Business cases to help us 
prioritize our potential projects

VI. Project Prioritization, Business Roadmap and Implementation

VII. Change Management

1. Overview and best practices of 
the function “Sourcing & 
Procurement” 

2. Maturity model

3. Key performance indicators 
(KPIs)

4. Current state of the company

5. Future state of the company

6. Potential projects to reach our 
future state

7. Business cases to help us 
prioritize our potential projects

1. Overview and best practices of 
the function “Manufacturing” 

2. Maturity model

3. Key performance indicators 
(KPIs)

4. Current state of the company

5. Future state of the company

6. Potential projects to reach our 
future state

7. Business cases to help us 
prioritize our potential projects

1. Overview and best practices of 
the function “Logistics & 
Distribution” 

2. Maturity model

3. Key performance indicators 
(KPIs)

4. Current state of the company

5. Future state of the company

6. Potential projects to reach our 
future state

7. Business cases to help us 
prioritize our potential projects

1. Summary of the corporate & 
Business strategy

2. Supply chain vision, mission and 
values

3. Supply chain strategic objectives 
to reach our vision

4. Team & budget

5. Make or buy decision

6. Supply chain 4 pillars to reach 
our strategic objectives: 
“Demand & Supply Planning”, 
“Sourcing & Procurement”, 
“Manufacturing”, and “Logistics 
& Distribution” 
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We assessed each potential project based on “Value” and “Ease of 
implementation”

Initiative name Value Ease of implementation
Insert the name of the potential initiative Medium Difficult

Insert the name of the potential initiative High Intermediate

Insert the name of the potential initiative Low Easy

Insert the name of the potential initiative Medium Easy

Insert the name of the potential initiative Not rated as not strategically aligned Not rated as not strategically aligned

Insert the name of the potential initiative

Insert the name of the potential initiative

Insert the name of the potential initiative

Insert the name of the potential initiative

Insert the name of the potential initiative

Insert the name of the potential initiative

Insert the name of the potential initiative

Insert the name of the potential initiative

Insert the name of the potential initiative

Insert the name of the potential initiative

Insert the name of the potential initiative
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A more detailed version of our Business roadmap is in the excel 
document “Business Roadmap”



51 C L U S T I V

III. Sourcing & 
Procurement Strategy

IV. Manufacturing 
Strategy

II. Demand & Supply 
Planning Strategy

V. Logistics & 
Distribution Strategy

I. Supply Chain 
Overarching Strategy

1. Overview and best practices of 
the function “Demand & Supply 
Planning” 

2. Maturity model

3. Key performance indicators 
(KPIs)

4. Current state of the company

5. Future state of the company

6. Potential projects to reach our 
future state

7. Business cases to help us 
prioritize our potential projects

VI. Project Prioritization, Business Roadmap and Implementation

VII. Change Management

1. Overview and best practices of 
the function “Sourcing & 
Procurement” 

2. Maturity model

3. Key performance indicators 
(KPIs)

4. Current state of the company

5. Future state of the company

6. Potential projects to reach our 
future state

7. Business cases to help us 
prioritize our potential projects

1. Overview and best practices of 
the function “Manufacturing” 

2. Maturity model

3. Key performance indicators 
(KPIs)

4. Current state of the company

5. Future state of the company

6. Potential projects to reach our 
future state

7. Business cases to help us 
prioritize our potential projects

1. Overview and best practices of 
the function “Logistics & 
Distribution” 

2. Maturity model

3. Key performance indicators 
(KPIs)

4. Current state of the company

5. Future state of the company

6. Potential projects to reach our 
future state

7. Business cases to help us 
prioritize our potential projects

1. Summary of the corporate & 
Business strategy

2. Supply chain vision, mission and 
values

3. Supply chain strategic objectives 
to reach our vision

4. Team & budget

5. Make or buy decision

6. Supply chain 4 pillars to reach 
our strategic objectives: 
“Demand & Supply Planning”, 
“Sourcing & Procurement”, 
“Manufacturing”, and “Logistics 
& Distribution” 
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Executive Summary - Change Lean Canvas

Describe the change that is 
happening

Why did we decide to do this 
change?

Who will be impacted by this 
change?

What will we do to prepare 
impacted stakeholders?

When will they be impacted 
by this change?

What are the business 
outcomes we want to reach?

What are the business 
outcomes we are reaching?

What are the next steps?

Unlocking leadership 
thinking with co-
operations.

Change 
Name ClustivBusiness 

Owner Change ManagerChange 
manager 

Insert what the employee, customer or user 
used to be able to do

Insert what the employee, customer or user 
will be able to do with this new change

Insert the different stakeholder groups 
impacted by this change

Describe the rational behind the decision to 
do this change

Insert date

Insert what we will do to ensure proper 
adoption of the change (i.e. communication, 
training, pilot group,…)

Insert the business outcomes we want to 
reach

When available, insert the business outcomes 
and their source

Include the next steps if any

xx.xx.xxxxSubmit 
Date
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FINANCE
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Dec. 31, 2023 Dec. 31, 2024

Assets
Current assets

Cash $                         1,773 $                       2,000
Accounts receivable 7,750 8,852
Inventory 4,800 5,700
Prepaid expenses 456 1,849

Total current assets 14,779 18,401
Non-current assets

PP&E, net of accumulated depreciation 10,913 10,932
Total assets $                    25,692 $                    29,333

Liabilities
Current liabilities

Accounts payable $                        5,665 $                        6,656
Line of credit 792 1,375
Current maturities of long-term debt 500 500

Total current liabilities 6,957 8,531
Long-term liabilities

Long-term debt, net of current maturities 5,000 4,500
Total liabilities                        11,957                        13,031

Equity
Common stock 15 15
Additional paid in capital 5,000 5,000
Retained earnings 8,720 11,287

Total equity 13,735 16,302
Total liabilities and equity $                    25,692 $                    29,333

Dec. 31, 2023 Dec. 31, 2024

Revenues $                    74,452 $                   83,492

Growth % 12.1%

Cost of goods sold (COGS) 64,440 72,524

% of sales 86.6% 86.9%

Gross profit 10,012 10,968

% of sales 13.4% 13.1%

Operating expenses (SG&A) 6,389 6,545

% of sales 8.6% 7.8%

Operating income (EBIT) 3,623 4,423

Interest Expense 518 474

Pretax income 3,105 3,949

Income tax expense 1,087 1,382

Net income $                      2,018 $                      2,567

Operating income (EBIT) 3,623 4,423

Depreciation 2,648 2,981

Amortization 0 0

EBITDA $                       6,271 $                     7,404
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2022 2023 2024 2025 2026

Cash flow from operating activities

Net income $                   3,034 $                    3,337 $                    3,671 $                   4,038 $                   4,442

Add back non-cash items

Depreciation

Amortization 0 0 0 0 0

Changes in working capital

Accounts receivable (797) (965) (1,061) (1,167) (1,284)

Inventory (395) (610) (670) (738) (811)

Accounts payable 499 715 787 866 952

Net cash provided by operating activities 2,340 2,478 2,726 2,999 3,298

Cash flow from investing activities

Capital expenditures - purchase of PP&E

Net cash used in investing activities 0 0 0 0 0

Cash flow from financing activities

Revolving credit facility (line of credit)

Long-term debt

Net cash provided by (used in) financing activities 0 0 0 0 0

Net cash flow 2,340 2,478 2,726 2,999 3,298

Beginning cash balance 2,000 4,340 6,819 9,545 12,543

Ending cash balance $                   4,340 $                    6,819 $                   9,545 $                  12,543 $                   15,841



56 C L U S T I V

CURRENT ASSET

Cash $92

Accounts receivable $50

Inventory $30

Total current assets $172

CURRENT LIABILITIES

Accounts payable $92

Short-term debt $50

Total current liabilities $50

LONG-TERM ASSETS

Equipment $230

Buildings $90

Total long-term assets $320

LONG-TERM LIABILITIES

Long-term debt $200

Total long-term liabilities $200

OWNERS’ EQUITY

Stock $2

+Additional paid-in capital $50

+Retained earning $30

Total shareholders’ equity $172

Liabilities & Owners Equity (in millions)Assets (in millions) 

TOTAL ASSETS $492 $492TOTAL LIABILITY & OWNERS’ EQUITY
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Historical Historical Historical ProjectedStatement of Cash Flows
Year 1 Year 2 Year 3 Year 4

    Net income -- $720,100 $ 785,516 $ 855,582

    Depreciation -- 120,300 140,000 160,000

    Change in accounts receivable -- (59,945) 28,721 (41,249)

    Change in inventory -- (329,144) (185,620) (100,591)

    Change in prepaid expenses -- (24,800) (4,992) (5,192)

    Change in accounts payable -- 173,462 65,429 49,556

    Change in accrued expenses -- 12,000 12,480 12,979

Cash from operations -- 611,973 841,534 931,085

    Change in fixed assets (CAPEX) -- (203,000) (197,000) (200,000)

Cash from investing -- (203,000) (197,000) (200,000)

    Change in debt -- (200,000) (200,000) (200,000)

    Change in contributed capital -- - - -

Cash from financing -- (200,000) (200,000) (200,000)

Beginning cash -- 500,000 708,973 1,153,507

    Change in cash -- 208,973 444,534 531,085

Ending cash 500,000 708,973 1,153,507 1,684,592
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Cash & equivalents
23.6

Account receivable
28.2

Inventories
4.9

Vendor receivable
32.7

Other current
21.2

Other non-current
54.4

Current
135.4

Fixed
217.4

Accounts payable
64.1

Other current
60.8

Deferred revenue
7.9

Commercial paper
10.0

Short-term debt
11.1

Long-term debt
99.0

Other non-current
49.1

Current
154.0

Long-term
148.1

Shareholder’s equity
64.9

Assets
352.8

Liabilities
302.1

Retained earnings
(3.1)

Accumulated loss
(11.1)

Balance Sheet Graph

As of December 31, 2023
All figures in billion USD
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Income Statement as Waterfall Chart

30.7
(22%, 43.70 EPS)

-4.2

8.6

26.3 
(19%)

12.7
(1%, 18.00 EPS)

-14.5

1.0

26.1 
(24%)

Revenues

Total costs and expenses

Operating income

Other income (expense)

Income taxes

Net income

137111 26.0

18.1
(70%, 25.70EPS)

10.4

7.5

0.2 
(1%)

-110-84.7 -25.8

Previous Year Current Year Y-o-Y Change

All numbers in billion USD
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Key Financial Ratios

Q2 FY24 1
2

Q2 FYX1 9

Price to Earnings Ratio

Q2 FY24 1.
2

Q2 FYX1 1.
4

Debt to Equity Ratio

Q2 FY24 2.4

Q2 FYX1 2.4

Current Ratio

Q2 FY24 22%

Q2 FYX1 19
%

Return on Assets

Q2 FY24 18
%

Q2 FYX1 15
%

Return on Equity

Q2 FY24 13
%

Q2 FYX1 18
%

Return on Investment

 33%  14% 0 %

 16%  20%  28%
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DECISION  MAKING MODELS
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PARETO ANALYSIS FOR STRATEGIC DEVELOPMENT

What to do with this map?

Your text here

Your text here

How should we adjust talent 

management?

What 20% of the employees consume?

Your text here

Your text here

Where should innovation efforts be 

focused on? What 20% of business 

systems?

Your text here

Your text here

What caused us most loss?

What are the 20% of activities 

that caused 80% of the losses?

Your text here

Your text here

What profit of partners should we 

be looking for? Who are that 20% 

of partners that generate 80% of 

income?

Your text here

Your text here

What errors should we fix as a 

priority?

What 20% of the functions 

generate 80% of the income?

Your text here

Your text here

What infrastructure should we develop?

What 20% of infrastructure allowed us?

Your text here

Your text here

What makes us more money?

What 20% of the 

products/services account for 

80% of the profit?

Your text here

Your text here

What customers should be in 

focus?

What 20% of customers 

generate 80% of income?

Your text here

Your text here

What are our priorities in product 

strategy?

What 20% of the functions are used?

Your text here

Your text here

What training should we repeat?

What 20% of learning activities 

brought 80% knowledge to the 

team?

Your text here

Your text here

If we satisfy the needs of 
our customers, what 
outcomes will our 
stakeholders see?

To achieve our vision, 
how must we look to our 
customers?

How are we going to 
satisfy customer needs 
and meet financial goals?

How should the company 
learn and improve in 
order to achieve its 
vision?
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FISHBONE (CAUSE-AND-EFFECT) DIAGRAM

No longer quality 
pants

Not enough 
time for 

research

Testing rushed

Outdated screening 
process

Tech savvy

Want more choices

Damaged goods

Packing not “green”

Budget cut

Not trained in 
product

Outdated software

Inadequate 
tracking

Database crashed

Understaffed

Phone system outdated

 No 24x7 support 

Understaffed

Increased agency 
fees

Less ads and 
sponsorships

Need more space

Loss of
Sales

R&D

Testing

Customers

Delivery

Warehouse

Fulfillment

Customer service

Marketing
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Implicit guidance and control

Feedback

Feedback

Unfolding interaction with environment

Unfolding 

circumstances

OODA LOOP: DETAILED

OBSERVATIONS
Feed 

forward
DECISION

Feed 

forward
ACTION

Cultural 

traditions

Genetic 

heritage

Pervious 

experiences

New 

information

Analysis & 

synthesis

ORIENTATION

Feed 

forward

Unfolding 

circumstances
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ACTION PRIORITY MATRIX

QUICK WINS MAJOR PROJECTS

FILL INS THANKLESS TASKS

H
ig

h
Lo

w
Im

p
a

c
t

HighLow Effort

PROJECT LIST

Impact Effort

Text here 2 2

1 2 3 4 5 6 7 8 9 10

1

2

3

4

5

6

7

8

9

10

Text here

Task 1

Task 2

Text here Text here

Task 3

Text here

Task 4

Task 6
Task 5

Text here

Text here 7 6

Text here 9 9

Text here 9 4

Text here 8 3

Task 6 2 6

Task 5 2 2

Task 4 7 6

Task 3 9 9

Task 2 9 4

Task 1 8 3



66 C L U S T I V

DMAIC

Problem:

Customer (VOC, CTQ):

Process to improve:

Project goal:

Project scope:

Find the gap between 
current & required 

performance

Create process 
performance baseline

Check measurement 
for accuracy & 

precision

Establish a high-level 
baseline

Establish a high-level 
baseline

Problem causes: 
(prioritized list)

How process inputs 
affect outputs:

Locate root causes: 

Brainstorm solutions

Find simplest &
Easiest solutions

Test solutions
(Plan-do-check-act)

Anticipate risks

Create 
implementation 

plan

Monitor improvement

Create a control plan

Update documentation

Identify the needs
Assess the

current process
Make Changes to
Improve Processes

Maintain Improvement
Evaluate Current

Processes

MEASURE ANALYZE IMPROVE CONTROLDEFINE
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DELPHI METHOD

Step 01

Step 02

Step 03

Step 04

Step 05

Step 06

Step 07

The Facilitator take 

assessments from the 

team of experts for an 

individual

The Facilitator take 

assessments from the team 

of experts for an individual

The expert team takes 

feedback from the 

facilitator and revise the 

responses

It includes several cycles 

of feedback, as required. 

In this, facilitator compiles 

the responses and create 

a set of data to send back 

to the expert team

FACILITATOR EXPERTS FACILITATOR FINAL REPORT
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Process review

Next step

Commitment check

Overcome faults

Why idea wouldn’t work

Why idea would work

Red dots

Top of head

Facts about focus

Feelings about focus

10 Min.

10 Min.

1 Min.

4 Min. x3

2 Min. x3

2 Min. x3

5 Min.

10 Min.

10 Min.

1 Min.

Topic/subject
Explore ideas to acquire & retain top talents

OBJECTIVE
3 Ideas we can implement by the end of the first quarter

HATS TIME

FOCUS

SIX THINKING HATS
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Competitive 
Strategy
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VRIO IN CONTEXT

Buyers

Competitor Suppliers

New 
Entrants

Substitutes

Political

EconomicsSocial

Environment

Employees, 

assets, 

technology

INTERNAL ENVIRONMENT (VRIO)

MICRO-ENVIRONMENT 

MACRO-ENVIRONMENT 

Economics

Technology

Social factors

Political landscape

Environmental factors

Product substitutes

New entrants

Competitors

Suppliers & buyers

Employees

Assets 

Technology

Technology
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FOUR DIMENSIONS OF VRIO FRAMEWORK

Do your company have
organized management systems, 

processes, structures and
culture to capitalize on

resource and capabilities?

Do you control scarce
resources or capabilities?

Do you own something
that’s hard to find yet 

In demand

Is it expensive to duplicate your 
organization’s resource or

capability? Is it difficult to find
an equivalent substitute to

compete with your offerings?

Do you offer a resource that
adds value for customers? Are

you able to exploit an opportunity
or neutralize competition with an 

internal capability?

RARITY INIMITABILITYVALUE
SUSTAINED

COMPETITIVE
ADVANTAGE

ORGANIZATIONRESOURCE
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SUMMARY OF VRIO MODEL

?

What is the 
result?

V

Is it valuable?

R

Is it rare?

I

Is it hard to
imitate?

O

Is the firm 
organized 
around?

Competitive 
disadvantage

Competitive parity

Temporary competitive 
advantage

Unused competitive 
advantage

Sustainable
Advantage
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VRIO ANALYSIS 
FOR BUSINESS

E-commerce

Quality of service

Brand & reputation

Distribution stability

Financial stability

Innovation

Customer service

Competitive parity

Competitive parity

Sustainable

Competitive

Sustainable

Competitive

Competitive

VALUABLE RARITY COSTLY TO IMITATE ORGANIZATION
COMPETITIVE 
IMPLICATION
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PORTER’S GENERIC 
COMPETITIVE 
STRATEGIES

COSTS

SE
G

M
EN

T
EN

TI
RE

TY

COST LEADERSHIP

Strategy: be the most 
competitive company in cost in 

the entire market

DIFFERENTIATION

DIFFERENTIATION

Strategy: be a distinctive company, 
recognize for its uniqueness, quality or 

personality

COST FOCUS

Strategy: be very competitive 
in cost in a particular product 

or niche

DIFFERENTIATION FOCUS

Strategy: have a differentiated 
product or market niche

COMPETITIVE ADVANTAGE: What makes the company strong?

M
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T 
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O
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PRODUCT TO BE COMPARED PRODUCT A PRODUCT B PRODUCT C WEIGHTED SCORES PRODUCT A PRODUCT B PRODUCT C

Attributes or competition factors 1-5 ratings 1-5 ratings 1-5 ratings Factor weight (1-5) Score Score Score

Attribute A 4 2 2 0 0 0

Attribute B 2 3 3 0 0 0

Attribute C 3 5 5 0 0 0

Attribute D 3 2 2 0 0 0

Attribute E 3 1 1 0 0 0

Attribute F 5 1 1 0 0 0

Attribute G 0 3 3 0 0 0

Total Value Score 0 0 0

BLUE OCEAN: CREATE STRATEGY CANVAS
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BLUE OCEAN: CREATE STRATEGY CANVAS

Stars operate in high growth industries 
and maintain high market share; Stars 

are both cash generators and cash users

Question marks are the brands that hold 
low market share in fast growing 

markets consuming large amount of 
cash

Cash cows are the most profitable 
brands and should be “milked” to 
provide as much cash as possible.

Dogs hold low market share compared 
to competitors and operate in a slowly 

growing market

DOGS STARSQUESTION MARKSCASH COWS

PORTFOLIO LEVEL ANALYSIS

H
ig

h
Lo

w

HighLow

M
AR

KE
T 

G
RO

W
TH

 R
AT

E

RELATIVE MARKET SHARE

BCG 
GROWTH-SHARE 

MATRIX

QUESTION MARKS STARS

DOGS CASH COWS
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PERCEPTUAL MAP FOR 
COMPETITIVE ANALYSIS

Identify key attributes that are relevant for your market and set them as axis on 
the map  below. For a single brand you may have multiple perceptual maps on 
varying axis. Another good idea is to put the competing brand logos here next to 
the dots instead of the <Brand X> text. You can also show where you want your 
brand to move or map other brand movements with this tool. 

H
IG

H
 CO

ST

HIGH QUALITY

LOW QUALITY

LO
W

 C
O

ST

Brand 5

Brand 7

Brand 5

Brand 3

XYZ Co.

XYZ Co.

Brand 1

Brand 4

Brand 2

Brand 6 Brand 9

Brand 10 Brand 11
Brand 12

Brand 13

Brand 14

Brand 15
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COMPETITIVE PRICING

FIRM A:
COSTLY PRICING METHOD

FIRM B
COMPETITIVE PRICING

Product
Complex 
Pricing 

Method

Firm A 
Price

Product Firm B Price

= Firm A Price

MarketCompetitive Pricing
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3

Problem
(What)

1

4

2

Solution / Product
(How)

Customer
(Who)

Same customer, Problem and Product Category<
1

DIRECT COMPETITOR

Solving a different problem for the same customer 
but in a similar way

2
DIFFERENT PROBLEM

Solving the same problem in a similar way but for 
different customers

3

Solving the same problem for the same customer 
but using different approach

4

COMPETITOR 
IDENTIFICATION

DIFFERENT CUSTOMER (INDUSTRY/VERTICAL)

DIFFERENT PRODUCT CATEGORY
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• High end products 
• For younger demographic

• Good price/performance ratio
• Easy to operate
• Target industry: young professionals
• No system or software support

• Localized training and services
• Target industry: young professionals
• Lowering prices to compete with Company C

• High quality products
• Price competitive against XYZ
• Weak after-sales service

COMPETITIVE MATRIX
Low High

H
ig

h 
En

d
M

id
 

Ra
ng

e
Lo

w
 E

nd

Company A

Company B

Company C

Company D

THREATS TO OUR COMPANY  

COMPANY B

COMPANY C

COMPANY D

COMPANY A
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PRIORITY

STRATEGY 

IMPLEMENTATION

Objectives

• Build XYZ brand name
• Grow the new market

Create Demand
(Market Facing)

Objectives

• Build internal infrastructure
• Retain market leadership

Fulfill Demand
(Internal Capabilities)

Marketing 
Strategy

Government 
Strategy

Product
Strategy

Channel
Strategy

• Conveying XYZ’s value proposition 
• Project-based initiatives

SEGMENT A

SEGMENT B

SEGMENT C

SEGMENT A

SEGMENT B

SEGMENT C

• Premium product/service,
• Solution focused

• Quality product
• Meet customer requirement

• Cost effectiveness
• Standard product

• Increase the number of channels
• Increase new industry penetration

• Increase number of channels
• Expand geographic coverage

• Strengthen relations with channel
• Account plan & solution focused

SEGMENT A

SEGMENT B

SEGMENT C

XYZ’s continuous commitment to 
banking 

Brand awareness building 

Brand awareness building 

Overall: corporate image building and market education
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Closely monitor competitors’ encroachment 
on the target industry, adjust product 

strategies according to the buyer value 
migration in the industry, and enhance 

customer service and solution capabilities

MAINTAIN & ENHANCE

With moderate effort, enter this segment early, 
watch for opportunities in the non-major 

clients and large users with financial 
capabilities 

REACH & EXPAND

This segment represents the most rapidly 
growing sector with the greatest potential.  

Our product strategy should be to enter 
aggressively and help customers grow to a 

higher level

ENTER & GROW

PRODUCT PORTFOLIO 
STRATEGY

Lo
w

H
ig

h
O

U
R 

C
A

PA
BI

LI
TY

Low HighINDUSTRY GROWTH

HIGH VOLUME

MID VOLUME

LOW VOLUME

High 
Volume
Offerings

Mid 
Volume
Offerings

Low 
Volume
Offerings
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The new product expansion strategy will enable us to achieve a CAGR of 56.3% in 
sales revenue.  The total sales of US$ 43M sales in year 5 will be made of 

approximately $30M from high end products and about $13M from new products. 

Market Size

XYZ Share

XYZ Sales

18.0

40%

7.2

25.9

40%

10.4

47.9%

56.3%

86.0

50%

43.0

59.3

45%

26.7

39.3

40%

15.7

Market Size

XYZ Share

XYZ Sales

11.1

85%

9.5

11.1

85%

9.5

49.3%

46.3%

37.0

80%

29.6

25.3

80%

20.4

16.9

80%

13.5

Market Size 0.9 0.9 146.8%13.46.32.2

YEAR 
1

YEAR 
2

CAG
R

YEAR 
5

YEAR 
4

YEAR 
3

REVENUE VS. MARKET SIZE
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TESTING CORE 
COMPETENCIES

Does it provide customer benefits?

Is it difficult to imitate?

Can it be leveraged widely?

COMPETENCY 3COMPETENCY 1 COMPETENCY 2
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COMPETITIVE PORTFOLIO ANALYSIS

CATEGORY CRITERIA (AREAS OF 
OBSERVATION)

ADDITIONAL COMMENTS ON 
STRENGTHS & WEAKNESSES

COMPETITOR A

Poor Equal Better

1 2 3 4 5 6 7 8 9

MARKET

Marketing and sales Text here ● ● ● ● ● ● ● ● ●

Sales structure/locations Text here ● ● ● ● ● ● ● ● ●

Price/performance ratio Text here ● ● ● ● ● ● ● ● ●

PRODUCT

Quality Text here ● ● ● ● ● ● ● ● ●

Cost structure/ cost advantage Text here ● ● ● ● ● ● ● ● ●

Enterprise Text here ● ● ● ● ● ● ● ● ●

FINANCES
Liquidity Text here ● ● ● ● ● ● ● ● ●

Cost development Text here ● ● ● ● ● ● ● ● ●

STAFF
Working climate Text here ● ● ● ● ● ● ● ● ●

Staff training & education Text here ● ● ● ● ● ● ● ● ●

OVERALL ASSESSMENT Text Here ● ● ● ● ● ● ● ● ●
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SUSTAINABILITY
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Sustainability Highlights

$10M
Announced aspiration to become the 

most inclusive company in the 
world, appointed an inclusion 

Advisory Board and committed $10 
million to support organizations that 
promote inclusion and social justice

$27B
Increase financial 

commitment to $27 billion 
through 20XX for EVs and AVs

Year 2026
Set science-based targets to 

become carbon neutral in 
global products and 
operations by 2026

Year 2025
Announced aspiration to 

eliminate tailpipe emissions 
from new light-duty vehicles 

by 2025

22
Committed to equip 22 

vehicle models globally with 
new AV system by end of 

2027

30
Committed to 

introducing 30 new 
EVs globally by 2027

3000
Announced intent to hire 
3000 new employees to 

support engineering, 
design.

21%
Contracted largest solar power 
project to date and ended 20XX 

with 21% of global energy 
demand met by renewable energy

450 Miles
Announced maximum range of 
EVs as up to 450 Miles on a full 

charge

96%
Achieved a 96% response rate 
from select suppliers in CDP 

Supply Chain Survey, exceeding 
our goal

We entered long-term 
strategic relationship with 
Company XYZ to accelerate 

the commercialization of 
autonomous vehicles

Introduced a digital 
platform to unify 

customer experiences 
for EV Owners

5M
Inspected 5 millions U.S. 

individuals through nearly $35 
million in funding to 357 

nonprofit partners
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Procurement of Raw 
Materials & Parts Production Transport, Use, Waste 

Disposal/Recycling

SCOPE 2
Energy Related
Indirect Emission

SCOPE 3
Upstream

SCOPE 1
Direct Emission

SCOPE 3
Downstream

1.7%

Direct emissions from in-
house fuel use and 
industrial processes

2.9%

Indirect emissions from 
production of electricity and 
heat purchased by the 
company

0%

09. Downstream 
transportation

And distribution
Shipping companies

N/A

10. Processing of sold 
product

Processor of intermediate 
products

83.2%
11. Use of sold products

Product end users

0.7%

12. End-of-life treatment of 
sold products

Waste treatment 
companies

0%
13. Downstream leased 
assets

Users of leased assets

N/A
14. Franchises

Franchise members

0.1%
15. Investment

Investment destinations

9.1%
1. Purchased goods and 

services
Suppliers, etc.

1.7%

2. Capital goods
Construction companies, 

etc.

0.3%

3. Fuel-and energy-related 
activities not 

included in scope 1 
and 2

Extraction companies etc.

0.1%

4. Upstream 
transportation & 
distribution

Shipping companies

0.1%

5. Waste generate in 
operations

Waste treatment 
companies

0%
6. Business travel

Transportation companies

0.1%
7. Employee commuting

Transportation companies

Scop
e 1 & 

2

8. Upstream leased assets
Leasing companies

GHG Emissions
Throughout

the Value Chain
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Consumers Willingness

GLOBAL AVERAGE

20X
X

20X
X

% of Consumers willing to pay more for goods and services from socially responsible companies

ASIA-PACIFIC

65%
55%

MIDDLE EAST/
AFRICA

60%
30%

LATIN AMERICA

65%
55%

NORTH AMERICA

50%
75%

EUROPE

62%
60%

65%
55%
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Materiality Matrix
This list of 17 material topics specific to our business includes issues that we intend to manage, 
measure and report on. These what our stakeholder are most interested in understanding.

Engagement

Human rights

Diversity

Safety

Governance

Risk management

Water & recycle

Sustainable Profit

Climate change

Energy & chemicals

Innovation

Im
po

rt
an

ce
 to

 
st

ak
eh

ol
de

rs
H

ig
h

Lo
w

Business Impact HighLow

Environment

Professional 
Governance

People & Safety



91 C L U S T I V

◔ Low Density
◑ Medium Density
● High Density

1

No
Poverty

2

Zero 
Hunger

3

Good Health
& Well-
being

4

Quality 
Education

5

Gender 
Equality

6

Clean Water 
& Sanitation

7

Affordable 
and Clean 

Energy

8

Decent 
Work & 

Economic 
Growth

9

Industry, 
Innovation 

& 
Infrastructur

e

10

Reduced 
Inequalities

11

Sustainable 
Cities & 

Communitie
s

12

Responsible 
Consumptio

n & 
Production

13

Climate 
Action

14

Life below 
Water

15

Life on
Land

16

Peace, 
Justice & 

Strong 
Institutions

17

Partnerships 
For The 
Goals

Resilient Sourcing

Safe & Sustainable 
Sites

Climate Change & 
Energy

Professional 
Excellence

Sustainable Profit 
Portfolio

Business Driven 
Innovation

Valuing Customer 
Relations

TOTAL SGD 
CONTRIBUTION

Sustainable Development Goal (SDG)
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EN
VI
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N
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ESG KPIs
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STAKEHOLDERS MAIN ROLES MAIN DIVISIONS MEANS OF COMMUNICATION (Result in FY 20XX)

Customers
Creation of better products and services, response to 
complaints, appropriate disclosure of information on 
products and services

Quality Assurance/Sales
• Customer satisfaction activities 
• Advertising activities 
• "Global Brand Campaign"

Shareholders and 
Investors

Timely and proper information disclosure, obtaining fair 
recognition and support from capital markets, reflection of 
shareholder and investor viewpoints in corporate 
management

Public Relations and IR
• Financial results briefings (quarterly) 
• One-on-one meetings with institutional 
• General shareholders' meeting (annual)

Suppliers Building fair and sound business relations, smooth 
information sharing toward better partnerships Procurement

• Procurement activities 
• CSR monitoring (271 companies) 
• CSR procurement seminars (450 companies)

Employees Proper treatment, promotion of occupational health and 
safety of human capital

Public Relations/ Human 
Capital

• Intranet, in-house newsletters
• Training
• Employee survey (annual)

National and Local 
Governments, 

Industrial Associations

Compliance with domestic and foreign laws and 
regulations, policy recommendations, participation in 
industry-government-academia collaborative projects

Government and External 
Relations

• Academic research for policy recommendations to 
international organizations and national governments, 
lobbying activities

• Policy council participation (Japan)
• Participation in business and industry associations 

(Japan)

Local Communities Fulfillment of responsibilities as a corporate citizen, 
involvement in local communities

Social Contributions/All 
Business Divisions

• Contribution to local communities through business
• Participation in volunteer activities

Academic Associations 
and Research 
Institutions

Promotion of technological innovations, participation in 
industry- government-academia collaborative projects Research and Development • Open innovation (joint research)

NGOs and NPOs
Incorporation of diverse public opinions, promotion of 
stakeholder- focused management, social contributions 
through nonprofit activities

Sustainability Promotion • Stakeholder dialogues (annual) 
• Dialogue through collaboration

Global Environment Realization of a decarbonized society, a resource efficient 
society, a harmonized society with nature

Environment/All Business 
Divisions • Stakeholder dialogues about environment (annual)

Stakeholder Engagement
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A DECARBONIZED SOCIETY A RESOURCE EFFICIENT SOCIETY A HARMONIZED SOCIETY WITH NATURE

Items Indicators
FY 

2022 
Targets

FY 
2022 

Results 
(Achie
vemen
t Level)

Final 
FY 

2025 
Targets

Items Indicators FY 2022 
Targets

FY 2022 
Results 

(Achieve
ment 
Level)

Final FY 
2025 

Targets
Items Indicators

FY 
2022 

Targets

FY 
2022 

Results 
(Achie
vemen

t 
Level)

Final 
FY 

2025 
Targets

Reduce CO2 

emissions of 
product and 
services

Reduction rate of 
CO2  emissions per 
unit (Base FY 2022)

20% 20%
★★★ 21%

Water 
circulation 
(factories 
and 
offices)

Enhancing 
efficiency 
in the use 
of water

Reduction 
rate in 
water use 
per unit 
(base: FY 
2022)

24% 24%
★★★ 26%

Chemical 
substances 
(Factories 
and 
offices)

Reduce 
chemical 
emissions

Reduction 
rate in 
chemical 
atmospheric 
emissions per 
unit (base: FY 
2022)

17% 33%
★★★ 18%Address 

climate 
change risks 
and 
opportunities

Identification and review of risks and opportunities

Reduce CO2 

emissions of 
business sites 
(factories and 
offices)

Reduction rate of 
CO2 emissions per 
unit (Base: FY 2022)

8% 1.4%
★★ 9%

Respond 
to water 
risk

Promotion of measures based on water risk survey 
results

Ecosystem 
preservati
on

Reduce 
impact on 
natural 
capital

Calculation of negative impacts (environmental 
impact assessment of business activities)

Reduce CO2 

emissions 
from 
transportation 
(Shipping)Red
uction rate of 
transportation 
energy 
consumption 
per unit

10% 1%
★★ 11%

Resource 
circulation 
(factories 
and 
offices)

Enhance 
efficiency 
in the use 
of 
resources
Reduce 
and 
recycle 
waste 
materials

Reduction 
rate in 
waste and 
valuables 
generatio
n per unit 
(Base: 
2022)

11% 14%
★★★ 12%

Calculation of positive impacts (forest 
conservation activities)

Contribute 
to 
ecosystem 
preservatio
n

Promotion of ecosystem preservation activitiesEn
vi

ro
nm

en
ta

l A
ct

io
n 

Pl
an

 Achieved★★★  Partially Achieved★★
ITEMS INDICATORS FY 20XX TARGETS

FY 20XX RESULTS 
(ACHIEVEMENT 

LEVEL)
FINAL FY 20XX 

TARGETS

Promote Environmental Human 
Capital Development

Environmental human capital development of the Company XYZ

Enhance Global environmental 
management

Implementation rate of voluntary environmental audits (number of implementing sites/number 
of sites outside EU)

50% 34%
★★

80%
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Team Education Timeline

Introductory training for new employees

Online e-learning: Eco Mind Education
(General topics: Global environmental issues, environmental law, etc.)

Online e-learning: Eco Mind Education
(CLUSTIV Topics: Environmental Policy, Environmental Action Plan, etc..)

Basic Environmental Management course for working-level employees
(Management of waste, air/water quality, and hazardous materials;

development and operation of management systems; etc.)

Education for Eco-Factories

Eco-Product development training

Risk communicator training

Education for Eco-Factories

ISO 14011 Auditor
Certification Training

ISO 14011 Senior Auditor
Certification Training

All
Employees

Working-Level 
Employees

Internal 
Environmental 

Auditors

Targe
t

Introductor
y

Beginnin
g

Intermediat
e

Advance
d

G
en
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Naturally, 
Structured 

Environment

Equitable 
Social 

Environment

Government 
Funded 

Programs

Economic 
Development 

Policies

Sustainable Development Goals

Sustainable
DevelopmentENVIRONMENTAL ECONOMIC

GOVERNMENT

SOCIAL

02
ECONOMIC

Sufficient

Economy

01
GOVERNMENT

Vision & direction

Enabling conditions

Set rules/regulations

Public services

Resources

04
ENVIRONMENTAL

A viable natural environment

03
SOCIAL

Nurturing

Community



97 C L U S T I V

Growth Strategy
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INDUSTRY ATTRACTIVENESS

BUSINESS STRENGTH

M
A

RK
ET

 A
TT

RA
C

TI
V

EN
ES

S

INVEST/GROW
Our business can reach this 

scenario if in a moderate to highly 
attractive industry with a moderate 

to highly competitive position.

SELECTIVITY/EARNINGS
Moderate competitive position in an 

attractive industry or extremely highly 
competitive position in a less attractive 

industry.

HARVEST/DIVEST
Appropriate if we have a low 

competitive position, is active in an 
unattractive industry, or a combination 

of the two.

STRONG MEDIUM WEAK

M
ED

IU
M

LO
W

H
IG

H

Option D

Option A

Option C

Option E

Option F

Option B
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INDUSTRY ATTRACTIVENESS FACTORS

Customer needs and behavior: unmet 
needs?

Segment size and growth rate

Macro trends

Total: Market Attractiveness

MARKET-ATTRACTIVENESS 
FACTORS

WEIGH
T RATING (0-10 Scale) TOTA

L

0.5

0.2

0.3

4.5

1.4

2.7

1.0 8.6

Opportunity for competitive advantage

Capabilities and resources

Industry attractiveness

Total: Competitive Position

COMPETITIVE-POSITION FACTORS WEIGHT RATING (0-10 Scale) TOTAL

0.5

0.2

0.3

4.5

1.4

2.7

1.0 8.6



100 C L U S T I V

INDUSTRY LIFECYCLE ANALYSIS

EMERGENC
E

GROWTH MATURITY DECLIN
E

Emerging Solution

High growth potential, 
limited or no 

regulation, no direct 
competition

Low (High Product 
Differentiation)

Innovation

Fragmentation, no 
dominant player, 

shapeable regulation

Increasing (Weak 
buyers, low entry 

barriers)

Ability to grow

Low growth, high 
concentration, stable 

regulation, mature 
industry

Strong (Stronger 
buyer, higher entry 

barriers)

Market share, lower 
costs

No growth, restricted 
financing, losses

Extreme (Many exits, 
price competition)

Ramp down, 
disengage

INDICATORS

RIVALRY AMONG PLAYERS

STRATEGY FOCUS

M
AR

KE
T 

SI
ZE
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RELATIVE MARKET SHARE

HIGH LOW

M
A

RK
ET

 G
RO

W
TH

 R
A

TE

LO
W

H
IG

HPRODUCT D
Product Market Share 

(20XX)
Market Growth 

(20XX-20XX)
Relative Market 

Share (20XX)

Product A 15.4% 27% 0.62

Product B 9.3% 2% 0.46

Product C 5% -5% 0.25 (Appx)

Product D 1.05% 17% 0.07

BCG GROWTH SHARE 
MATRIX

Question marks are the 
brands that hold low market 

share in fast growing 
markets consuming large 

amount of cash

PRODUCT C
Dogs hold low market share 

compared to competitors 
and operate in a slowly 

growing market

PRODUCT B

Cash cows are the most 
profitable brands & should 
be “milked” to provide as 

much cash as possible

PRODUCT A
Stars operate in high growth 
industries and maintain high 
market share. Stars are both 

cash generators and cash 
users
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BLUE OCEAN BUYER UTILITY MAP

PURCHASE DELIVERY USE SUPPLEMENTS MAINTENANCE DISPOSAL

Environment 
Friendliness

Customer 
Productivity

Simplicity

Convenience

Risk

Fun and 
Image

Current Industry Focus Blue Ocean Offering
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THREE HORIZONS GROWTH MODEL

HORIZON 
1

HORIZON 
2

HORIZON 
3

Mature Business Rapidly Growing Business Emerging Business

Sa
le

s

Time

FOCUS
Executing to defend, Extend, and 
increase Profitability of existing 
businesses

Annual planning and forecasting; 
Detailed plans for growth through 
adjacencies

Resourcing initiatives to build new 
businesses

Business building strategies: 
investment budget, detailed 
business plans for new ventures

Uncovering options future 
opportunities placing bets on 
selected options

Decisions to explore: initial project 
plan, milestonesOUTPUT
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ANSOFF PRODUCT GROWTH MATRIX

Market 
Development

Diversificatio
n

Market 
Penetration

Product 
Development

LOW 
RISK

MEDIUM 
RISK

MEDIUM 
RISK

HIGH 
RISK

Product 
Line A

N
e

w
 M

a
rk

e
ts

Ex
ist

in
g

 M
a

rk
e

ts

New ProductsExisting Products

Product 
Line B

Product 
Line C

Product 
Line D

Product 
Line E

Product 
Line F

Product 
Line G

Product 
Line H

Product 
Line I
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GROWTH SPENDING

GROWTH STRATEGY FEB-20XX FEB-20XX

Market Penetration Strategy 51.1% 53.2%

Product/Service Development 
Strategy 24.2% 22.3%

Market Development Strategy 15.0% 15.0%

Diversification Strategy 9.7% 9.5%

SPENDING ON GROWTH IN PAST 12 
MONTHS

Market 
Penetration 

Strategy

Product/Service 
Development 

Strategy

Market 
Development 

Strategies

Diversification 
Strategy

Existing Products/Services New Product/Services

N
ew

 M
ar

ke
t

Ex
isti

ng
 M

ar
ke

t

TYPES OF GROWTH STRATEGY



106 C L U S T I V

Organic Growth

OnlineOnlineRetentionRetention

Horizontal IntegrationHorizontal IntegrationNew OfferingNew Offering EconomiesEconomies

Vertical IntegrationVertical IntegrationIncrease FrequencyIncrease Frequency TechnologyTechnologyNew OfferingsNew Offerings

Channel PartnersChannel PartnersIncrease Average SaleIncrease Average Sale ProcessProcessNew Target MarketsNew Target Markets

GROWTH STRATEGY

Existing Customers New Customers New Channels Modernization
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INNOVATION & TRANSFORMATION
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Idea Evaluation

Radical innovation Improvement innovation Routine innovation

Consulting process improvement

Consulting service of supply chain related
problems in the market

Optimal outcome for both parties & 
their mutual growth in the future

Quality service with a specific time limit,
ensuring low cost

Unstable  business environment & low-
cost outsourcing opportunities

Feasibility

Very High High Medium Low Very Low

Necessary Investments

Very High High Medium Low Very Low

Conclusion

Market Potential

Very High High Medium Low Very Low

Strategic Fit

Very High High Medium Low Very Low

Overall Evaluation

Very High High Medium Low Very LowPotential business idea which is timely for the market

Name / Title of 
Idea
Type of 
Innovation

Descriptio
n
Objectiv
e

Benefits or 
Advantages
Risks
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It helps us to realize our vision

It helps us to achieve our objectives

It supports our market position goals

It concurs with our tech strategy

It meets the Logistic strategy needs

It provides competitive advantage

It builds on our core competencies

The innovation foresees market

Helps maintain long term planning

Makes our market position better

Perfectly uses tech support

Balance work-play in organization

Customers choose us rather others

Helps maintain continuousness

THE INNOVATION COMMEN
T

Strategy Fit Checklist

UNFIT SLIGHT PARTIAL SUBSTANTIAL TOTAL FIT
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DISCOVERY DRIVEN 
PLANNING

What is your strategy for 

addressing this area?

What are your key 

assumptions about the 

category?

What stage of the 

company’s future does 

the assumption involve?

What is your confidence 

the assumption is correct?

(1=Lowest; 10=Highest)

How critical are the 

assumptions?

(1=Lowest; 10=Highest)

Score of 15 or higher 

indicates top priority 

assumption for your 

overall plan

STRATEGIES ASSUMPTIONS HORIZON CONFIDENCE CRITICALITY OVERALL SCORE

PLAN
ELEMENT

Organization

Product

Delivery

Competition

Technology

Macro factors

Cultural shift

Organic growth

AI use

Stay innovative in 
the game

Use of Emerging 
technologies

 to solve the problems

ESG factors, 
Geopolitical

Need to 
innovative 
approach

Capture right talents to 
grow own 

innovative products in the 
markets

Use of AI will automate the 
process and reduce 

resource cost

Scan environment to be 
competitive in the 

market

Technology driven Culture 
establishment to stay on 

TOP 

Look into ESG scale 
as well as 

Geopolitical factors 
to draw risk factors

Horizon #2

Horizon #2

Horizon #3

Horizon #2

Horizon #3

Horizon #2

12

18

6

12

18

6



111 C L U S T I V

M
O

RA
L 

&
 

CO
M

PE
TE

N
CE

The Kübler-Ross Change 
Model Curve

Create Alignment Maximum Communication

Spark Innovation Develop Capability Share Knowledge

TIM
E

Surprise or 
shock at the 

event

Shock
Disbelief: Looking for 

evidence that isn’t 
true

Denial 
Recognition that 

things are different: 
sometimes anger

Frustration
Low mood: 

lacking in energy

Depression
Initial engagement 
with new situation

Experiment
Learning how to work 

in new situation

Decision
Change integrated: a 
renewed individual

Integration
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Innovation Ambition Matrix CORE

70
%

Allocation of resource

10
%

Return on investment

Optimize existing products for existing customers

ADJACENT

20
%

Allocation of resource

20
%

Return on investment

Expand from existing business into new business

TRANSFORMATIONAL

10
%

Allocation of resource

70
%

Return on investment

Core

Adjacent

Transformational

W
H

ER
E 

TO
 

PL
AY

Ex
isti

ng
 m

ar
ke

ts
N

ew
 m

ar
ke

ts

HOW TO 
WIN

Use existing product & assets Develop new products & assets
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CONCEPT BCONCEPT BCONCEPT A CONCEPT DCONCEPT C

CONCEPT SCREENING

Strategic alignment

Market size

Market growth forecast

“Wow” factor/value

Technical feasibility

Manufacture feasibility

Deliver feasibility

Profitability

Competitive advantage

TOTAL

1 = Lowest, 10 = Highest

3

4

5

2

3

5

1

1

5

30

3

4

5

2

3

5

1

1

5

25

3

4

5

2

3

5

1

1

5

25

3

4

5

2

3

5

1

1

5

25
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Concept Screening

CONCEPT A CONCEPT B CONCEPT C CONCEPT D

Strategic alignment

Market size

Market growth forecast

Wow factor/ concept value

Technical feasibility

Manufacturing feasibility

Delivery feasibility

Competitive advantage

Column Total

5

3

4

2

3

1

2

1

21

2

1

3

4

2

5

1

2

20

5

3

3

2

1

5

1

2

22

4

3

1

3

4

1

1

2

19

Identify alternative concepts 

or existing products on the 

market for the new idea

to be compared.

02

Create the criteria against 

which the potential ideas 

for a new product/service 

will be compared.

01

Rate concepts against 

each other and tally the 

results. Have a meeting 

around the top ones.

03

Select one or more of the 

best concepts to be 

further developed. Take 

suggestion from others.

04
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• Automate the business and process 

• Add AI IP in the product

• Expand product in health market

• Product innovations adding AI 
capabilities to grow in adjacencies.

• Develop new AI product in grow new 
business line

• Introduce brand new revenue business 
models to outperform competition with 
help of partnership approach. 

70-20-10 
RULE

Small changes in processes, products, 
services, etc. 

CORE INNOVATION

Breakthrough that change the game (new 
business models, blue oceans, etc.)

DISRUPTIVE INNOVATION

70% 10%20%

60% 20%20%

G
O

A
L

A
C

TU
A

L
EX

A
M

PL
ES

Short term, lower investment & risk Long term, higher investment & risk

New markets, product categories, and 
other major advancements to the business

ADJACENT INNOVATION

7
0

2
0

1
0
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A Company A

B Company B

C CLUSTIV

D Company D

E Company E

F Company F

INDUSTRY ATTRACTIVENESS

H
IG

H
M

ED
IU

M
LO

W

In
d

us
tr

y 
A

ttr
a

c
tiv

e
ne

ss

HIGHMEDIUMLOW

Strength of Business Unit

Invest/Grow

Selectivity/Earning

Harvest/Divest

A

Clustiv

D

F

E

B
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SCAMPER Mind Map

Materials

Process

Rules

Product

Integration

Ideas

Talents

Resources

Objectives

Product

Context

Ideas

Emulate

Process

REVERSE

ELIMINATE

PUT TO ANOTHER USE

MODIFY

Process

Opposite

Swap

Recognize

Simplify

Smaller

Split

Parts

Another

Other

Recycle

Maximize

Extra

Minimize

SUBSTITUTE

COMBINE

ADOPT

SCAMPER
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FRONT-END BACK-END

Phase-Gate Process

Opportunity Early concept Business case Validation Setup Concept Development Implementation Launch

MILESTONES

• Business 
strategy

• Customer & 
consumer 
benefit 
priorities

• Market 
trends & 
insights

• Technology

• Concept 
complete & 
validated

• Strategic 
alignment

• Business 
potential

• Early IP 
assessment

• Rapid 
prototypes

• Tech 
feasibility 
complete

• Customer 
opportunity 
identified

• Business case

• Product 
definition

• Rapid tooling
• Low-volume 

develop
• Customer 

commitment

• Plan 
complete

• Build/ buy/ 
partner 
analysis 
complete

• Prototype 
built

• Design 
complete

• 3rd party 
SOW 
complete

• Pilot 
complete

• Product 
document

• Industrial 
plan 
complete

• Technical 
documentation

• Mold/ machine 
construction

• Sampling

• Deliverables 
sign off

• Production

 DECISIONS
Validate 
priorities

Fund proof 
of concept

Start customer 
engagement

Start 
project

Staff
team

Fund 
development

Sign & fund 
Third party

Start 
production

Launch 
production

GATES 01 02 03 04 05 06 07 08
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Change management & communications Governance evolution Program & project management

Execution Framework

STRATEGY MONITORIMPLEMENTROADMAPFUTURE STATECURRENT STATE

Vision

Digital 

transformation 

strategy

Performance & 

stakeholder value 

analytics

Value assessment

V

Digital  assessment

Gap analysis and 

prioritization

Digital maturity level

Target operation 

model

Channels

Process

Service model

People

Technology

Project portfolio

Requirements 

management

Detailed 

implementation 

plan

Initiatives integration 

and prioritization

Architecture 

evolution

Data and reporting

Business change 

implementation

Technology change 

implementation

Risk management

Launch, go live

Culture & people 

change management

Business continuity 

management

Release 

management

Transition to 

steady state

Ongoing

maintenance

Continuous

improvement
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VALUE-BASED SEGMENTATION

Overall 
strategy

Product 
strategy

Marketing 
strategy

Channel 
strategy

Customer 
service

SEGMENT A SEGMENT B SEGMENT C

• World class technology
• Customized solution
• Premium products & brand image

• High quality products
• Good price/ performance ratio
• Scalability & reliability

• Cost effective
• Easy to operate

• Retain leadership in high-end 
products

• Ride the wave of digital and 
remote work culture

• Introduce mid- to low-end products
• Digital leads the way
• Work with customers to move up

• Introduce low- to mid-end products
• Digital takes the priority
• Enter the market aggressively
• Work with customers to grow 

• Convey XYZ’s willingness to help 
customers in a digital transition

• Aggressively push the idea of “Y2K”
• XYZ takes the main responsibility

• Raise product awareness through 
market education programs

• XYZ and channel share marketing 
responsibilities

• Emphasize XYZ products’ good 
performance/price ratio

• Stress “easy to operate”
• Channel takes the main responsibility

• Partnering with channels having 
industry knowledge and solution 
capability

• Training on XYZ’s new products
• Identify channels with expertise in 

target industries

• Increase geographical coverage
• Provide marketing support

• Consistent, responsive customer 
service 

• Customer training
• XYZ takes the main responsibility

• Deliver standard and adequate 
service

• XYZ and channel share responsibilities

• Guarantee cost effective, basic-level 
of service

• Channel takes the main responsibility
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BUYER VALUES

USERS OPPORTUNITYPRODUCT 
REQUIREMENT

SPEED QUALITY SERVICE EASE
OF USEBRAND SOLUTION PRICE

Large enterprise
(1000+ users)

Mid-sized organization
(100-1000 users)

Startups and individuals
(<100 users)

• Customizable plug-ins
• Workflow integration
• User security
• Tracking and alerts
• Contact sharing

• Workflow integration
• User security
• Contact sharing
• Tracking and alerts
• Remote meeting

• Easy navigation
• Multi-channel

EXISTING — HIGH

• Only 15% penetration 
rate in the industry

EMERGING — HIGH 
POTENTIAL

• Efficiency improvement 
as high priority 

• Digitization agenda

NONE — MINIMAL

• The market is crowded with 
too many small players, and 
should NOT be our target 
market

MORE VALUE LESS VALUE
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Why or How? Why or How? Why or How?

Minto’s Pyramid Principle The Pyramid Principle advocates that “ideas in writing should always form a pyramid under a single 

thought.” The single thought is the answer to the executive's question. Underneath the single thought, 

group and summarize the next level of supporting ideas and arguments.

Insert your answer

Supporting 
Argument #1.1

Supporting 
Argument #1.1

Supporting 
Argument #1.2

Supporting 
Argument #1.2

Supporting 
Argument #1.3

Supporting 
Argument #1.3

Supporting 
Argument #2.1

Supporting 
Argument #2.1

Supporting 
Argument #2.2

Supporting 
Argument #2.2

Supporting 
Argument #2.3

Supporting 
Argument #2.3

Supporting 
Argument #3.1

Supporting 
Argument #3.1

Supporting 
Argument #3.2

Supporting 
Argument #3.2

Supporting 
Argument #3.3

Supporting 
Argument #3.3

Why or How?

Insert your introduction’s question

Supporting Argument #1Supporting Argument #1 Supporting Argument #2Supporting Argument #2 Supporting Argument #3Supporting Argument #3
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Root Cause

Why is the 
agency 

profitability so 
low?

The revenues 

are too low

Why are the 
revenues too 

low?

Not enough new 

business.

Why isn’t there 
any new 
business?

Our brand 

doesn’t stand 

out.

Why doesn’t our 
brand stand out?

Old and 

perhaps dated

Why is the brand 
old and dated?

We need to 

refresh our 

brand!

Conduct a 

branding retreat 

ASAP.

There is no 

outreach to 

prospects.

Why is there no 
outreach?

No on-going 

system.

Why is there no 
new business 

system?

Don’t know how 

to set up a new 

business system!

Identify 

someone to help 

create a new 

business system!

No money to 

invest.

Why is there no 
money?

Not enough new 

business and 

cost too high!

See first step!

Not enough 

organic growth

Why isn’t there 
enough organic 

growth?

Staff doesn’t 

know how or just 

finds it tacky.

Why doesn’t the 
staff know how 
to grow existing 

clients?

Never trained!

Why have we 
never trained 

our staff on how 
best grow 
clients?

Never set up a 

formal plan or 

trained our staff.

Set up a formal 

organic growth 

plan and 

training 

program.

The costs are too 

high

Why are the 
costs too high?

Too top heavy?
Why are we too 

top heavy?

We have not 

aligned our 

structure with 

current clients 

needs.

Why is our 
structure not in 

line?

Our structure 

needs to be 

realigned with 

future needs.

Do the research, 

realign structure. 

Cut deadwood.

We Spend too 

much money.

Why do we 
spend too much 

money?

Spend too much 

time on each 

project?

Why do we 
spend too much 

time on each 
project?

Unclear 

processed and 

responsibilities.

Why are our 
processes and 
responsibilities 
out of whack?

We’ve let our 

process and 

responsibilities 

drift, no 

oversight.

Review and 

revamp agency 

processes to 

speed up. 

Streamline!

1st Why 2nd Why 3rd Why 4th Why 5th Why Recurrence 
Prevention

5 
W

H
Y
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Industry Characteristics Intro Growth Maturity Decline

Growth Explosive Rapid Little Negative

Technology Rapid Changes Widespread Stable Stable

Customer Alignment with Producers No Low High High

Barriers to entry Low Medium High High

Competition None Growing Many Reduced

Market Shares Changing Stabilizing Stable Consolidation

Company’s Marketing Strategy

Objective Gain Awareness Stress Difference Maintain brand Harvest

Product One More Versions Full Portfolio Best Sellers

Price Penetrate Gain Share Defend share Stay  Profitable

Place Limited More Outlet Multi-channel Consolidate

Promotion Educate Differentiate Remind Minimize

Industry 
Lifecycle 

Framework

Total 
Industry 

Revenue

Total Industry 
Profit

Industry Cycle
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STRATEGIC OBJECTIVES & STRATEGY MAP TARGETSMEASURES INITIATIVES

Strategy Map

Increase 
profitability

Decrease 
operating costs

Improve market 
perception

Improve
End-user 

experience

Improve 
integrated 

service

Improve ease of 
use for end 

users

Improve 
telecoms 
network

Improve 
technology

Increase 
revenue

Improve clarity 
of offering

Improve 
offering 

selection

Improve 
knowledge and 

skills

Financial

Customer

Internal

Organizational

Capacity

• Net profit
• Operating costs
• Revenue in target 

markets

• ↑5% per year
• ↓3% per year
• ↑12% per year

• Implement new financial   
accounting system

• Simplify billing operations

• % Market share index
• % Customer satisfaction 

index

• ↑3% per year
• ↑5% increase in index 

next period the stabilize

• Competitive end user 
requirements market studies for 
new UK regions

• “Improve the offering” two-year 
program

• New products as % of 
sales

• Brand awareness score
• End user experience 

score

• 12% this year
• ↑5% per year
• >90% every reporting 

period

• Create improved offering 
selection process

• Hook into “improve the offering” 
program

• Training program for new 
offerings and user interface

• Employee 
development plans

• Technology training 
index

• Network efficiency 
index

• 95% in place
• 90% efficient
• 99.99% uptime

• Product and marketing training 
program

• 2 year renew the network staged 
plan and roll-out

• Technology improvement 
program
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SIPOC: New Product Introduction Process

Business CaseBusiness Case
New Products in Production

Consumers (Preference)Consumers (Preference) Market Analysis OutputMarket Analysis Output
Production Tooling & 

Assembly Assembly Cells ImplementedAssembly Cells Implemented

Product MarketingProduct Marketing High Level CTQ’sHigh Level CTQ’s Detailed Design & Testing Production ToolingProduction Tooling Retail CustomersRetail Customers

Concept Design FirmConcept Design Firm QFD MatrixQFD Matrix
Prototype Development and 

Customer Validation Technical LiteratureTechnical Literature Customer Service TeamCustomer Service Team

Focus Group ConsultantsFocus Group Consultants Concepts SketchesConcepts Sketches
Concept Validation (Focus 
Groups & Market Analysis) Completed Safety ReviewCompleted Safety Review ShareholdersShareholders

Component SupplierComponent Supplier NP Brainstorming Session 
Concepts

NP Brainstorming Session 
Concepts

Marketing Concepts Released DesignReleased Design Consumers (End Users)Consumers (End Users)

C
CUSTOMER

C
CUSTOMER

O
OUTPUT
O

OUTPUT
P

PROCESS

P
PROCESS

I
INPUT
I

INPUT
S

SUPPLIER
S

SUPPLIER
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McKinsey 7S Model

SHARED 
VALUE

Which of our 
principles help 
us? Why do we 
do what we do 
in the way we 

do it?

SKILLS
What are the specific skills that will help us? 

What skills do we need to develop?

Corporate hierarchy & critical business units, as 
well as key responsibilities for employees and 

teams

SKILLS
What are the specific skills that will help us? 

What skills do we need to develop?

Corporate hierarchy & critical business units, as 
well as key responsibilities for employees and 

teams

STRATEGY
What should we do to solve the specific 

business problem?

Procedures in place to achieve business 
outcomes (typically the daily activities)

STRATEGY
What should we do to solve the specific 

business problem?

Procedures in place to achieve business 
outcomes (typically the daily activities)

STAFF
How should we help our managers in their 

growth?

Plan to remain competitive. Strategy needs to 
clearly show what the key objectives & goals 

of the business are.

STAFF
How should we help our managers in their 

growth?

Plan to remain competitive. Strategy needs to 
clearly show what the key objectives & goals 

of the business are.

SYSTEMS
What business system do we need to use or 
invent to execute the strategy?

Recruitment, training and development needs

SYSTEMS
What business system do we need to use or 
invent to execute the strategy?

Recruitment, training and development needs

STRUCTURE
What structure do we need to execute the 
strategy?

Management style and corporate culture, 
How staff is managed and the impacts this has 
on productivity

STRUCTURE
What structure do we need to execute the 
strategy?

Management style and corporate culture, 
How staff is managed and the impacts this has 
on productivity

STYLE
What leadership style and cultural qualities will 
help us to achieve a strategic objective?

Competencies and capabilities that can be 
leveraged to determine if the client has the 
skills needed to achieve future goals

STYLE
What leadership style and cultural qualities will 
help us to achieve a strategic objective?

Competencies and capabilities that can be 
leveraged to determine if the client has the 
skills needed to achieve future goals
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McKinsey Three Horizons Model

  

  

  
91%91%

67%67%

42%42%

HORIZON 1
The Now: 1-3 years

HORIZON 2
Emerging: 2-5 years

HORIZON 3
Transformation: y-10 Years

Defend & expand current core business Foster emerging new business Seed future business

Va
lu

e

Time
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Pricing Frameworks
Cost, Competition, or Value Based

PRICING 
PRINCIPLE

STARTING 
POINT

RESUL
T

Product-oriented 
salesCost-based pricing

Greatest competitive 
pressure, flight for 

market share

Competition based 
Pricing

Offer oriented to 
needs target costs 

dependent on price
Value-based pricing

Offer (product, 
service)

Offer (product, 
service)

Cost plus “Profit 
markup”

Cost plus “Profit 
markup” PricePrice

Competition (Prices, 
offers)

Competition (Prices, 
offers)

Positioning in relation 
to the competition

Positioning in relation 
to the competition PricePrice

Competition (Prices, 
offers)

Competition (Prices, 
offers)

Value-specific benefit 
attributes from 

customer’s 
perspective

Value-specific benefit 
attributes from 

customer’s 
perspective

PricePrice
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Value 
Innovation

Costs

Buyer Value

CONVENTIONAL LOGIC

Industry conditions are given

Build competitive 
advantages to beat 

competition

Keep & expand customer base 
through segmentation an 

customization. Focus on differences 
in what customers value

Leverage existing assets and 
capabilities

Traditional industry boundaries 
determine products and services

VALUE INNOVATION LOGIC

Industry conditions can be shaped

Competition is not the benchmark. 
Pursue a quantum leap in value to 

dominate the market

Target a mass of buyers and willingly 
let some go. Focus on key 

commonalities in what customers 
value

Not constrained by what the 
organization already has. Ask: what 

would we do if starting anew?

Think in terms of total customer 
solution, even if beyond industry’s 

traditional offerings

STRATEGIC DIMENSION

Industry 
assumptions

Strategic focus

Customers

Assets and 
capabilities

Product and 
service offerings

Blue Ocean Strategy for Value Innovation
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Definition
What is the main difference between Project Management and Change Management?

Current state Transition Target state

Business & Technical Change
Requires a Project Management approach to change the organization structure, job roles, 

processes, and systems

People change
Requires a Change Management approach to help individuals impacted by the business and 

technical changes in their company to adapt and be successful
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Executive Summary - Change Lean Canvas

Describe the change that is happening Why did we decide to do this change? Who will be impacted by this change? What will we do to prepare impacted 
stakeholders?

When will they be impacted by this 
change?

What are the business outcomes we 
want to reach?

What are the business outcomes we 
are reaching?

What are the next steps?

Enter the name of the 
change

Change 
Name

Enter Business owner 
nameBusiness Owner Enter Change manager 

name
Change 
manager 

Insert what the employee, customer or user used 
to be able to do

Insert what the employee, customer or user will be 
able to do with this new change

Insert the different stakeholder groups impacted by 
this change

Describe the rational behind the decision to do this 
change

Insert date

Insert what we will do to ensure proper adoption of 
the change (i.e., communication, training, pilot 
group,…)

Insert the business outcomes we want to reach When available, insert the business outcomes and 
their source

Include the next steps if any

Enter Change Canvas 
version & submit date

Submit 
Date
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Change Impact Assessment
Scale

Low

Complexity of 
the change

The Complexity of the change depends on how we rated the impact intensity of the “People increase / reduction” change, “System” change, “Process” change, “Organization structure” 
change and “Culture” change (see below)

Moderate Medium High Extreme

2.System change Almost no change 
Minor changes/enhancements to 

functionality in an existing system, that is 
low risk and noncritical

Major changes/enhancements to 
functionality in an existing system that is 
business critical but not customer facing

New technology is being introduced, but 
the key concepts and functionality are not 
too dissimilar to the old system. System is 
customer facing and has the potential to 
create external exposure if the change is 

managed poorly

New technology is being introduced which 
requires bringing a new way of thinking to 
an existing task. System is customer facing 

and has the potential to create external 
exposure if the change is managed poorly

3.Process 
change

Almost no change to current processes

Some change to current processes, 
however the change is only minor, and the 

processes are low risk, non-critical and 
have no impact to customers. 

Significant change to several current 
processes, however the change is not 

complex, and processes are low risk, non-
critical and have a low impact to 

customers or colleagues

Significant change to a number of 
business-critical processes, with some of 
the change being quite complex. Change 

will be negatively visible to colleagues, and 
customers if things go wrong.

Radical change to several core business 
processes. Colleagues and external parties 
will need to take on new skills to execute 

processes. Previously automated 
processes will become manual or vice 

versa 

4.Organization 
structure change

There is almost no change to structural 
environment

There are minor changes to team 
structure

There are some changes to team 
structure, which will bring a mixed 

reaction.

There are significant changes to team 
structure, which is likely to be disruptive 

and may be considered a negative change 
by many

There is significant change to structure. 
This change will be perceived negatively 

by most. There is a risk of staff attrition as 
a result

1.People 
increase / 
reduction 

change

There are low reductions in headcount 
predicted (~1 FTE), but natural attrition 

will account for the numbers

There are reductions in headcount 
predicted, but natural attrition will 

account for the numbers

There are reductions in headcount 
predicted but contractors will account for 

the numbers

There is a significant reduction in 
headcount predicted. Redeployment & 

redundancies will need to be factored in

There is a large headcount reduction 
required as part of this change. Significant 

effort will need to be invested in 
redeployment / redundancy

5.Culture change Almost no culture change required
There are some aspects of the team 
culture that need to be changed to 

support this initiative

There is a significant cultural shift required 
in the impacted areas to support this 

change

There is a major cultural change across 
many teams required to support this 

change

Culture Change required in all impacted 
groups to support this initiative

Size of the 
change 1 team impacted 1 Business Unit 1 Division Half of the Company Every employee
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Communication channel matrix
The Channel Matrix below will give us a comprehensive list of the key communication channels to 
consider, from face-to-face meetings to newsletters.

• Department or enterprise meetings
• Group meetings
• Focus groups
• One-on-one meetings
• Road show presentations (by project team)
• Town Hall meetings
• Team meetings
• Brown bag lunches
• Training courses and workshops

Face-to-face 
options 

• Emails
• Bulletin boards
• Cafeteria postings
• Change booklets
• Corporate newsletters (feature section)
• Demonstrations
• Frequently asked questions (memos or newsletter feature)
• Internal memos
• Intranet pop-ups
• Leaflets

• Posters
• Project newsletters
• Videos
• Voicemails
• Webcasts
• Website (Intranet)
• Word of mouth

Alternate 
communication 

channels

• Marketplace changes
• Customer input
• Ready-access to information
• Employee rumors

Channels not under direct control of 
management 

Channels under 
direct control of 

management 
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The Seven-S tool is based on the theory that an organization is not 
just “Structure”, but is comprised of seven elements distinguished 
by the “hard S” and “soft S”

The 3 “hard S”, Structure, Strategy, and Systems, are practical and 
easily identifiable. The 4 “soft S”, Skills, Staff, Style, and Shared 
Values, are somewhat less easily discerned and are less tangible

The Seven-S diagram depicts how each of the element influences, 
and is influenced by all of the other elements

Continuously evolving and changing, the “soft S” are determined 
by the people at work in the organization and hence, are difficult 
to anticipate or to influence. Although subterranean in nature, 
they can and do have a great impact on the “hard S”

Structure

SystemStrategy

StyleSkill

Staff

Shared 
Value

Caption:
The 3 

“Hard S”
The 4 

“Soft S”McKinsey Seven-S
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ADKAR Model

ADKAR is an acronym

Awareness

Desire

Knowledge

Reinforcement

Ability

CHANGE

Purpose:

The ADKAR model was developed by Jeff 
Hiatt in 2003 and it was introduced as a 
practical tool by Prosci. The ADKAR Model 
will help us support individuals moving 
through change by identifying our change 
management objectives and levers.



138 C L U S T I V

ADKAR Model
Each one of the ADKAR Model 5 elements represents a particular objective that the 
Change Manager will try to achieve.

of the need to changeAwareness

of how to change (and what the change looks like)Knowledge

to keep the change in placeReinforcement

to implement the change on a day-to-day basisAbility

to participate and support the changeDesire
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The Model walks you through the process of initiating, 
managing, and  sustaining change in eight steps

1
Create 

Urgency

2
Form a 

Powerful 
Coalition

3
Create a Vision 

for Change

4
Communicate 

the Vision

5
Remove 

Obstacles

6
Create Short-

Term Wins

7
Build on the 

Change

8
Anchor the 
Changes in 
Corporate 

Culture

Kotter’s 
8 step 

Model of 
Change

Initiating 
Change

Sustaining 
Change

Managing 
Change



140 C L U S T I V

To begin with, we need to 
assess the kind of 

changes that are the 
most important to our 
company and have the 

most immediate effects.

ASSESS

01

02

03

04

05

After identifying what we 
need to change, we need

to make call necessary 
preparations to 

communicate our plan to 
the company.

PREPARE

Once all employees are on 
the same page, we need to 

make detailed plans that 
will make the 

implementation process 
successful & seamless.

PLAN

Our implementation 
period for each major 
change typically takes 
about four months to 

complete, if all metrics are 
consistently met.

IMPLEMENT

Given if the change 
implementation is 

successful, the next step is 
to maintain its success & 

continue its positive 
effects on the company.

SUSTAIN

CHANGE MANAGEMENT MODEL
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TYPES OF CHANGE MANAGEMENT

DESCRIPTION USED FOR WHO IS IMPACTED

Systemic

Project

Organizational

Management of changes 
associated with IT 

applications architecture, 
or infrastructure.

Management of score or 
specific schedule changes

Planning & implementing 
the tools, processes & 

principles for managing the 
people side of changes to 

achieve the required 
outcomes

System 
implementation, 

software upgrades, and 
other IT changes

All projects

Most software upgrades 
company restructuring, 
mergers & acquisitions, 

introducing new channels, 
brands or business models

IT professionals

Project core team as well
as extended team

Targeted employees or 
departments, ancillary 

employees or departments, 
stakeholders
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RESISTANCE TO CHANGE

AREA OF RESISTANCE DESCRIPTION RATING

Lack of understanding of the purposes of the 
changes

There may be a lack of understanding of the purpose of the project. There may be lack of awareness of 
the need for the change to occur. 3

Lack of support from various levels in the 
organization

If people perceive that key individuals or groups in their area are not genuinely supportive of the 
project, their acceptance is difficult to secure. 5

Feel there is a real threat to my existing power, 
job security or personal and career goals

Resistance is increased if people believe the change will result greater emotional or career costs relative 
to what they may gain. 2

Concerns about a lack  of skills and knowledge People may resist change if they do not possess the skills or the ability for optimal performance during 
and after the change. 2

High level of impact on daily work patterns Failure to acknowledge and if possible, minimise the impact of project teams activities and changes on 
people work patterns tends to promote distrust and alienation. 1

Adverse changes to key  working relationships Adversely affecting the way, they relate to others or who they work with or who they report to. 4

Lack of incentives & rewards
Change involves learning and learning usually involves errors. When people are not given the freedom 
to make mistakes while learning they become afraid. People need  to be rewarded for accomplishing the 
change in the form of something they truly value.

3

Strongly disagree1 Disagree2 Neither agree/disagree3 Agree4 Strongly agree5
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TEAMS & ROLES

• Corporate management
• Accountability and 

ownership
• Report to CEO on project 

outcomes/success

LEADERSHI
P

• Co-ordinate overall change 
program

• Develop clear change 
strategies for change

     Responsible and for 
     overall success
• Develop individual and 

team change capability

ORGANIZATIONAL
DEVELOPMENT

• Provide clear communication 
to all key stakeholders on 
change related issues

• Develop 2-way communication 
channels to foster ongoing 
change

COMMUNICATION
S

• Provide expert HR advice on 
personal transitions and 
support 

• Provide change office & project-
based HR infrastructure

HUMAN 
RESOURCES

C-Level Executive 
leadership to the 
Organization

Driving change in the 
Organization

Corporate Leadership 
as a CSO

People leadership on 
diversity in all aspects
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FORCE FIELD ANALYSIS

04 03 02 01 04030201

Customers want new products

Increase production speed

Reduced training time

Reduced maintenance

Loss of staff overtime

Staff fearful of new technology

Environmental impact

Disruption

Cost

Total score : 14 Total score : 12

DR
IV

IN
G

 F
O

RC
ES

RESTRAIN
IN

G
 FO

RCES

DECISION
Upgrade with new equipment
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FORCE FIELD ANALYSIS Real life example



146 C L U S T I V

FORCE FIELD ANALYSIS

-30% -20% -10% 0% 10% 20% 30% 40% 50%-50% -40%

DRIVING FORCES
40%

30%

25%

55%

Customers want new products

Increased production speed

Reduced training time

Reduced maintenance efforts

RESTRAINING FORCES
-15%

-22%

-12%

-27%

Loss of staff overtime

Staff fearful of new technology

Environmental impact

Cost

-10% Disruption
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CURRENT CHANGE ADOPTION

EARLY 
MAJORITY

EARLY 
ADOPTERSINNOVATORS LAGGARDSLATE MAJORITY

Understand necessity 
of strategy and 

governance, education 
to include executives & 

architects

Address enterprise 
risks, pragmatic 

enterprise planning, 
service engineering and 

modelling

Require case studies 
and customer 

references, Adoption 
patterns governance 

patterns

Education on costs and 
benefits, business case, 

industry and 
competitor experience

Education for all 
(architect , engineer, 
executives etc.) case 

studies, best practice, 
pilot projects

65%

Current adoption progress
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CHANGE MANAGEMENT PLAN

1 Change Request # 2 Requirements 10 $100 $1000 Annie

2 Change Request # 3 Design 20 $200 $4000 David

3 Change Request # 5 Test 30 $300 $9000 John

4 Change Request # 1 Implementation 40 $400 $16000 Kenny

5 Change Request # 4 Requirements 50 $500 $25000 Caroline

6 Change Request # 7 Design 60 $600 $36000 Joseph

7 Change Request # 9 Test 70 $700 $49000 Smith Well

8 Change Request # 6 Implementation 80 $800 $64000 Gravitas

9 Change Request # 8 Requirements 90 $900 $81000 Hanna Brown

# REQUEST PRIORITY IMPACT EFFORT HOURS COST TOTAL BUDGET APPROVAL

LOW MEDIUM HIGH
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Executive Summary
Change Impact Assessment Matrix

149

Caption: Low Impact Moderate 
Impact

Medium 
Impact High Impact Extreme 

Impact
Co

m
pl

ex
ity

 o
f t

he
 C

ha
ng

e

Size of the Change 

1 team impacted Extreme1 Division1 Business Unit

Medium

• Insert name of the Change

Moderate

Low

Extreme

•Functional change of specific 
product

•New business introduction•Product feature change

High

•Cultural shift• Inorganic growth •Reorganization

Half of the Company
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M&A 
 MERGERS and AQUISITIONS
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There are 3 main corporate growth strategies

Organic Growth Strategy Mergers and Acquisitions 
Strategy Strategic Alliances Strategy

1 2 3
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Organic Growth Strategy

Organic Growth 
Strategy

Description Advantages Disadvantages

Often perceived as the 
default growth option for 
companies, an organic 
growth strategy relies on 
developing a company’s 
internal resources and 
capabilities

• Provides deeper first-hand 
knowledge that is likely to be 
internalized in the company

• Helps spread investment over 
time and reduce upfront 
commitment

• There are no availability 
constraints, that the company 
is not dependent on the 
availability of suitable 
acquisition targets or 
potential alliance partners

• Strategic independence

• Creation of new activities 
within the existing culture 
environment

• Can be slow, expensive, and 
risky

• Difficult to use existing 
capabilities as the platform 
for major leaps in terms of 
innovation, diversification, or 
internationalization
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Mergers and Acquisitions Strategy

Mergers and 
Acquisitions 

Strategy

Description Advantages Disadvantages

Mergers and acquisitions 
(M&A) bring together 
companies through 
complete changes in 
ownership. They have 
been used by companies 
for centuries and remain a 
major way for companies 
to expand rapidly

• Business extension: M&A can be 
used to extend the reach of a firm 
in terms of geography, products, 
or markets

• Building capabilities: M&A may 
increase a company’s capabilities

• Increase market power by 
reducing competition and 
increasing bargaining power with 
suppliers

• Increase efficiency: by sharing 
resources and capabilities

• Speed: M&A allows acquirers to 
act fast

• Financial efficiency: by combining 
the 2 balance sheets

• Tax efficiency

• Important investment upfront

• Potential culture clash 
between the 2 companies

• High failure rate

• Sometimes excessive initial 
valuations, exaggerated 
expectations of strategic fit, 
and underestimated 
problems of organizational fit
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Strategic Alliances Strategy

Strategic Alliances 
Strategy

Description Advantages Disadvantages
Two companies share 
resources and activities to 
pursue a common strategy.
In terms of ownership, there 
are two main kinds of strategic 
alliance: equity and nonequity 
alliances. Equity alliances 
involve the creation of a new 
entity that is owned 
separately by the partners 
involved (e.g., joint venture). 
Nonequity alliances do not 
involve the commitment 
implied by ownership and are 
often based on contracts 
(franchising, licensing)

• Requires less commitment 
than other forms of 
expansion

• Scale alliances can provide 
economies of scale

• Access alliances involve a 
company allying in order to 
access the capabilities of 
another company that are 
required to produce or sell its 
own products and services

• Complementary alliances 
involve companies combining 
their complementary 
capabilities

• High failure rate (~50%)

• Sometimes suffer from 
miscalculations in terms of 
strategic and organizational fit

• The lack of control on either 
side can lead to particular 
issues of trust and 
coevolution
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Organic Growth Strategy Mergers and Acquisitions 
Strategy Strategic Alliances Strategy

1 2 3
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Main problem of the 
M&A strategy

55%

45%

Mergers & Acquisitions’ ability to reach 
value creation objectives*

Failure rate Success rate
*Consolidation of multiple surveys from New York Times, Harvard Business Review, and Australia Financial Review

More than half of M&As fail to reach their 
value creation objectives.
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Root cause of the problem
A poorly managed post-merger integration phase is responsible for more than half of the failures of M&As.

*Consolidation of multiple surveys from New York Times, Harvard Business Review and Australian Financial Review

Corp
orate St

rategy d
efinition

Targe
t s

cre
ening &

 Due dilig
ence

Nego
tiation &

 cl
osin

g

Post 
merger in

tegra
tion

0%

10%

20%

30%

40%

50%

60%

9%

25%

14%

52%

Main reasons for M&A failure (%)
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II. Identify Target 
Companies

III. Build a Business 
Case and an M&A 
Financial Model

IV. Conduct Due 
Diligence V. Execute Transaction VI. Conduct the Post 

Merger Integration
I. Define your M&A 

Strategy

1. Company mission, 
vision and values

2. M&A strategic 
objectives and key 
performance indicators

3. M&A team

4. M&A guiding principles

5. Target screening 
criteria

1. Post merger integration 
strategy & high-level plan: 
Strategic objectives, 
integration management 
office, guiding principles, 
high-level plan, organizational 
structure, top management 
appointment, synergies, 
integration & synergy 
initiatives, business cases and 
financial models

2. Post merger integration 
detailed plans: Detailed 
integration plan including the 
day 1 readiness checklist, 
integration & synergy 
initiatives plan, etc.

3. Implementation and 
monitoring

1. Potential target 
companies and data 
collection

2. High-level assessment 
of potential target 
companies

3. Shortlisted potential 
targets

4. Financial statements 
analysis

5. Valuation: DCF model, 
comparable company 
analysis, and 
precedent transaction 
analysis

6. Targets approved for 
the business case 
phase

1. Work plan including 
key business case 
hypotheses & 
assumptions

2. Due diligence to 
validate key 
hypotheses and 
assumptions

3. Updated business 
valuation

4. Recommendation to 
make (or not) a formal 
offer to acquire the 
target company

1. Deal structure

2. M&A negotiations

3. Signing and closing the 
M&A deal

1. Strategic benefit 

2. Feasibility

3. Financial benefit

4. Comprehensive M&A 
financial model 
including acquirer 
model, target model, 
merger assumptions & 
analysis, and pro forma 
model

5. Simple Financial model 
including integration 
cost, revenue synergy, 
cost synergy, NPV, ROI, 
and IRR

6. Letter of intent or term 
sheet
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M&A guiding principles

1 Insert a quick description of your guiding principle (e.g., Ensure that decision-making and approval procedures are simple, robust 
and transparent)

2 Insert a quick description of your guiding principle (e.g., Ensure strategic alignment between the company vision and mission and 
the M&A strategic objectives) 

3 Insert a quick description of your guiding principle (e.g., Establish joint ownership of a shared vision, strategy, and journey between 
our company and the acquired company) 

4 Insert a quick description of your guiding principle (e.g., Pay attention to retaining key talents)

5 Insert a quick description of your guiding principle (e.g., Focus on transactions with an internal rate of return (IRR) that delivers an 
acceptable margin above cost of capital)

Insert title of your guiding 
principle (e.g., Simple 

decision-making process

Insert title of your guiding 
principle (e.g., Strategic 

alignment)

Insert title of your guiding 
principle (e.g., Shared 

vision)

Insert title of your guiding 
principle (e.g., Key talent)

Insert title of your guiding 
principle (e.g., Internal rate 

of return)
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Screening criteria to help us select the right companies to 
potentially acquire

Strategic alignment

Revenue

Market

Positioning

Risk

The acquisition of the target company needs 
to help us reach at least one of our M&A 
strategic objectives

The target company needs to sell its 
products mainly in the Asian market

Acceptable impact on the group’s 
financial and non-financial risk profile

The target company needs to have a 
revenue above $10M

The target company needs to have a 
premium positioning and good 
reputation
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II. Identify Target 
Companies

III. Build a Business 
Case and an M&A 
Financial Model

IV. Conduct Due 
Diligence V. Execute Transaction VI. Conduct the Post 

Merger Integration
I. Define your M&A 

Strategy

1. Company mission, 
vision and values

2. M&A strategic 
objectives and key 
performance indicators

3. M&A team

4. M&A guiding principles

5. Target screening 
criteria

1. Post merger integration 
strategy & high-level plan: 
Strategic objectives, 
integration management 
office, guiding principles, 
high-level plan, organizational 
structure, top management 
appointment, synergies, 
integration & synergy 
initiatives, business cases and 
financial models

2. Post merger integration 
detailed plans: Detailed 
integration plan including the 
day 1 readiness checklist, 
integration & synergy 
initiatives plan, etc.

3. Implementation and 
monitoring

1. Potential target 
companies and data 
collection

2. High-level assessment 
of potential target 
companies

3. Shortlisted potential 
targets

4. Financial statements 
analysis

5. Valuation: DCF model, 
comparable company 
analysis, and 
precedent transaction 
analysis

6. Targets approved for 
the business case 
phase

1. Work plan including 
key business case 
hypotheses & 
assumptions

2. Due diligence to 
validate key 
hypotheses and 
assumptions

3. Updated business 
valuation

4. Recommendation to 
make (or not) a formal 
offer to acquire the 
target company

1. Deal structure

2. M&A negotiations

3. Signing and closing the 
M&A deal

1. Strategic benefit 

2. Feasibility

3. Financial benefit

4. Comprehensive M&A 
financial model 
including acquirer 
model, target model, 
merger assumptions & 
analysis, and pro forma 
model

5. Simple Financial model 
including integration 
cost, revenue synergy, 
cost synergy, NPV, ROI, 
and IRR

6. Letter of intent or term 
sheet
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Based on our M&A strategy, potential target companies, 
including the 10 listed below

CEO Main activity Revenue Profit Market share
Number of 
employees

Strategic rationale

Insert company name
Insert your own 

text Insert your own text Insert your own 
text

Insert your own 
text Insert your own text Insert your own text Insert your own text

Insert company name
Insert your own 

text Insert your own text Insert your own 
text

Insert your own 
text Insert your own text Insert your own text Insert your own text

Insert company name
Insert your own 

text Insert your own text Insert your own 
text

Insert your own 
text Insert your own text Insert your own text Insert your own text

Insert company name
Insert your own 

text Insert your own text Insert your own 
text

Insert your own 
text Insert your own text Insert your own text Insert your own text

Insert company name
Insert your own 

text Insert your own text Insert your own 
text

Insert your own 
text Insert your own text Insert your own text Insert your own text

Insert company name
Insert your own 

text Insert your own text Insert your own 
text

Insert your own 
text Insert your own text Insert your own text Insert your own text

Insert company name
Insert your own 

text Insert your own text Insert your own 
text

Insert your own 
text Insert your own text Insert your own text Insert your own text

Insert company name
Insert your own 

text Insert your own text Insert your own 
text

Insert your own 
text Insert your own text Insert your own text Insert your own text

Insert company name
Insert your own 

text Insert your own text Insert your own 
text

Insert your own 
text Insert your own text Insert your own text Insert your own text

Insert company name
Insert your own 

text Insert your own text Insert your own 
text

Insert your own 
text Insert your own text Insert your own text Insert your own text

To access a more comprehensive list of our potential target companies, open the Excel sheet “Target companies”

You can replace the column header 
based on what information you want to 
emphasize. 

Select the top companies you want to 
emphasize. If someone wants to see the 
more comprehensive list, open the 
Excel sheet “Target companies”
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Summary of our financial statement analysis
Profitability ratios

Return on capital 
employed(%)

Return on net assets (%)

Return on funds 
employed(%)

Return on equity 

(%)

Return on sales

(%)

Worst peer Best peer
5% 8% 9%

2% 4% 8%

X%X% X%

X%X% X%

X%X% X%

Company X

Company Y

Company ZFor more details on how to conduct a financial 
statement analysis, open the folder “Financial 
statement analysis”
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II. Identify Target 
Companies

III. Build a Business 
Case and an M&A 
Financial Model

IV. Conduct Due 
Diligence V. Execute Transaction VI. Conduct the Post 

Merger Integration
I. Define your M&A 

Strategy

1. Company mission, 
vision and values

2. M&A strategic 
objectives and key 
performance indicators

3. M&A team

4. M&A guiding principles

5. Target screening 
criteria

1. Post merger integration 
strategy & high-level plan: 
Strategic objectives, 
integration management 
office, guiding principles, 
high-level plan, organizational 
structure, top management 
appointment, synergies, 
integration & synergy 
initiatives, business cases and 
financial models

2. Post merger integration 
detailed plans: Detailed 
integration plan including the 
day 1 readiness checklist, 
integration & synergy 
initiatives plan, etc.

3. Implementation and 
monitoring

1. Potential target 
companies and data 
collection

2. High-level assessment 
of potential target 
companies

3. Shortlisted potential 
targets

4. Financial statements 
analysis

5. Valuation: DCF model, 
comparable company 
analysis, and 
precedent transaction 
analysis

6. Targets approved for 
the business case 
phase

1. Work plan including 
key business case 
hypotheses & 
assumptions

2. Due diligence to 
validate key 
hypotheses and 
assumptions

3. Updated business 
valuation

4. Recommendation to 
make (or not) a formal 
offer to acquire the 
target company

1. Deal structure

2. M&A negotiations

3. Signing and closing the 
M&A deal

1. Strategic benefit 

2. Feasibility

3. Financial benefit

4. Comprehensive M&A 
financial model 
including acquirer 
model, target model, 
merger assumptions & 
analysis, and pro forma 
model

5. Simple Financial model 
including integration 
cost, revenue synergy, 
cost synergy, NPV, ROI, 
and IRR

6. Letter of intent or term 
sheet
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M&A framework

Financial Benefit

  Strategic  
Benefit       Feasibility

What would be the financial benefit of the deal?

What would be the feasibility of the deal?What would be the strategic 
benefit of the deal?

Sweet spot

If answer is HIGH for all these 3 questions means  aquiring target company is a good strategic initiative
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Let’s start by assessing the strategic benefit of the deal

Financial Benefit

  Strategic  
Benefit       Feasibility

What would be the financial benefit of the deal?

What would be the feasibility of the deal?What would be the strategic 
benefit of the deal?
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Strategic Benefit
What would be the strategic benefit of the deal?

Vision and 
strategic 

objectives

M&A strategy 
versus organic 
growth strategy

M&A strategy 
versus strategic 

alliance

Insert in this box the way in which this deal will help us deliver on our long-term vision and strategic 
objectives.

Insert in this box the way in which acquiring company Y is a better option than an organic growth strategy.

Insert in this box the way in which acquiring company Y is a better option than a strategic alliance with 
company Y.

Very Low Low Medium High Very HighCaption:

Very High
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M&A Financial Model (comprehensive version) includes 
different Building blocks

Acquirer Target Merger Assumptions & 
Analysis

Pro Forma

Debt & Interest

Income Statement

Cash Flow Statement

Balance Sheet

Working Capital

Depreciations

Assumptions with Different 
Scenarios

DCF

Accretion/Dilution Analysis

Scenarios

Sources & Uses of Cash

Purchase Price

Goodwill and Purchase Price 
Allocation

Pro Forma Closing Balance 
Sheet

Transaction Inputs

Impact on Acquirer Intrinsic 
Value per Share

Debt & Interest

Income Statement

Cash Flow Statement

Balance Sheet

Working Capital

Depreciations

Assumptions

Debt & Interest

Income Statement

Cash Flow Statement

Balance Sheet

Working Capital

Depreciations

Assumptions with Different 
Scenarios

DCF

Merger Integrations

DCFCapital Structure

Sensitivity Analysis
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Screenshot of the simple version of our M&A financial model 
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II. Identify Target 
Companies

III. Build a Business 
Case and an M&A 
Financial Model

IV. Conduct Due 
Diligence V. Execute Transaction VI. Conduct the Post 

Merger Integration
I. Define your M&A 

Strategy

1. Company mission, 
vision and values

2. M&A strategic 
objectives and key 
performance indicators

3. M&A team

4. M&A guiding principles

5. Target screening 
criteria

1. Post merger integration 
strategy & high-level plan: 
Strategic objectives, 
integration management 
office, guiding principles, 
high-level plan, organizational 
structure, top management 
appointment, synergies, 
integration & synergy 
initiatives, business cases and 
financial models

2. Post merger integration 
detailed plans: Detailed 
integration plan including the 
day 1 readiness checklist, 
integration & synergy 
initiatives plan, etc.

3. Implementation and 
monitoring

1. Potential target 
companies and data 
collection

2. High-level assessment 
of potential target 
companies

3. Shortlisted potential 
targets

4. Financial statements 
analysis

5. Valuation: DCF model, 
comparable company 
analysis, and 
precedent transaction 
analysis

6. Targets approved for 
the business case 
phase

1. Work plan including 
key business case 
hypotheses & 
assumptions

2. Due diligence to 
validate key 
hypotheses and 
assumptions

3. Updated business 
valuation

4. Recommendation to 
make (or not) a formal 
offer to acquire the 
target company

1. Deal structure

2. M&A negotiations

3. Signing and closing the 
M&A deal

1. Strategic benefit 

2. Feasibility

3. Financial benefit

4. Comprehensive M&A 
financial model 
including acquirer 
model, target model, 
merger assumptions & 
analysis, and pro forma 
model

5. Simple Financial model 
including integration 
cost, revenue synergy, 
cost synergy, NPV, ROI, 
and IRR

6. Letter of intent or term 
sheet
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Once you’ve got your “Hypothesis tree” with your hypothesis, 
assumptions, sub-assumptions, etc., it’s time to create your work 
plan

Work plan to validate or invalidate your first hypothesis

For more details, open 
the Excel sheet “Work 
Plan”

Hypothesis #1: The Target Company profit forecast provided by the Board is reasonable

Assumptions & Sub-assumptions
Expected 
answer

Actual 
Answer

Analyses Data Sources End Product Responsibility Deadline

1. The projected Revenue is reasonable TRUE TRUE See sub-assumptions below See sub-assumptions below See sub-assumptions below Raphael October 5

1a. There is no illogical trend between historic revenues and 
projected revenues

TRUE TRUE
Compare Historic and forcasted 
revenue CAGR

Financial Due Diligence Vertical Histogramme chart Raphael October 5

1b. The company core capabilities will support the future 
revenue growth

TRUE TRUE
Compare Historic and forcasted 
revenue CAGR

Financial Due Diligence Vertical Histogramme chart Raphael October 5

1c. The revenue drivers have been identified correctly and 
projected in a reasonable way 

TRUE TRUE
Compare Historic and forcasted 
revenue CAGR

Financial Due Diligence Vertical Histogramme chart Raphael October 5

2. The projected COGS is reasonable TRUE FALSE
Check list of key revenue drivers 
identified by the management

Industry report Driver tree John October 10

3. The projected Operating Cost is reasonable

Work Plan
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II. Identify Target 
Companies

III. Build a Business 
Case and an M&A 
Financial Model

IV. Conduct Due 
Diligence V. Execute Transaction VI. Conduct the Post 

Merger Integration
I. Define your M&A 

Strategy

1. Company mission, 
vision and values

2. M&A strategic 
objectives and key 
performance indicators

3. M&A team

4. M&A guiding principles

5. Target screening 
criteria

1. Post merger integration 
strategy & high-level plan: 
Strategic objectives, 
integration management 
office, guiding principles, 
high-level plan, organizational 
structure, top management 
appointment, synergies, 
integration & synergy 
initiatives, business cases and 
financial models

2. Post merger integration 
detailed plans: Detailed 
integration plan including the 
day 1 readiness checklist, 
integration & synergy 
initiatives plan, etc.

3. Implementation and 
monitoring

1. Potential target 
companies and data 
collection

2. High-level assessment 
of potential target 
companies

3. Shortlisted potential 
targets

4. Financial statements 
analysis

5. Valuation: DCF model, 
comparable company 
analysis, and 
precedent transaction 
analysis

6. Targets approved for 
the business case 
phase

1. Work plan including 
key business case 
hypotheses & 
assumptions

2. Due diligence to 
validate key 
hypotheses and 
assumptions

3. Updated business 
valuation

4. Recommendation to 
make (or not) a formal 
offer to acquire the 
target company

1. Deal structure

2. M&A negotiations

3. Signing and closing the 
M&A deal

1. Strategic benefit 

2. Feasibility

3. Financial benefit

4. Comprehensive M&A 
financial model 
including acquirer 
model, target model, 
merger assumptions & 
analysis, and pro forma 
model

5. Simple Financial model 
including integration 
cost, revenue synergy, 
cost synergy, NPV, ROI, 
and IRR

6. Letter of intent or term 
sheet



173 C L U S T I V

Structuring the deal
Overview*

• There are many ways in which a corporate merger or acquisition may be structured. The goal is not to create the most complex structure, but rather to create a structure 
that reflects the objectives of the buyer and the seller fairly. 

• On a fundamental level, all structures are either mergers or acquisitions, including the purchase or consolidation of either stocks or assets.

• At the heart of each transaction are the following key issues that will affect the structure of the deal:

• How will tangible and intangible assets be transferred from the seller to the purchaser?

• At what price will they be transferred, and according to what terms?

• What issues discovered during due diligence may affect the price, terms, or structure of the deal?

• What liabilities will be assumed by the purchaser?

• What are the tax implications for the buyer and the seller?

• What role will the seller have in the management and growth of the underlying business after closing?

• To what extent will third-party consent or government filing, or approval be necessary?

• What arrangement will be made for the key management team of the seller, who may not necessarily be among the selling owners of the company?

• Does the buyer currently have access to all of the consideration to be paid to the seller, or will some of these funds need to be raised from debt or equity markets?

• And at the heart of each structural alternative are the following 4 basic questions:

1. Will the buyer be acquiring the stock or the assets of the target?

2. In what form will the consideration from the buyer to the seller be made (e.g., cash, notes, securities, or some other form)?

3. Will the purchase price be fixed, contingent, or payable over time on an installment basis?

4. What are the tax consequences of the proposed structure for the acquisition?
* Source: Book “Mergers & Acquisitions from A to Z” by Andrew J. Sherman, which we highly recommend
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Structuring the deal
Stock versus asset purchases

Stock purchase advantages and disadvantages

Buyer’s perspective

Main disadvantagesMain advantages

• Preserves the right of the buyer to use the 
seller’s name, licenses, and permits.

• Provides continuity of corporate identity, 
contracts, and structure.

• There is less flexibility to cherry-pick key 
assets of the seller.

• This structure usually does not terminate 
existing labor union collective bargaining 
agreement(s) and generally results in the 
continuation of employee benefits plans.

• The seller is taxed only on the sales of stock.
• Any gain or loss is usually capital in nature.
• It does not leave the seller with the problem 

of disposing of assets that were not bought by 
the purchaser.

• The seller cannot pick and choose the assets 
to be retained.

• A loss on the sale of stock may not be 
recognized by a corporate shareholder who 
included the company in its consolidated 
income tax return.

Seller’s perspective
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II. Identify Target 
Companies

III. Build a Business 
Case and an M&A 
Financial Model

IV. Conduct Due 
Diligence V. Execute Transaction VI. Conduct the Post 

Merger Integration
I. Define your M&A 

Strategy

1. Company mission, 
vision and values

2. M&A strategic 
objectives and key 
performance indicators

3. M&A team

4. M&A guiding principles

5. Target screening 
criteria

1. Post merger integration 
strategy & high-level plan: 
Strategic objectives, 
integration management 
office, guiding principles, 
high-level plan, organizational 
structure, top management 
appointment, synergies, 
integration & synergy 
initiatives, business cases and 
financial models

2. Post merger integration 
detailed plans: Detailed 
integration plan including the 
day 1 readiness checklist, 
integration & synergy 
initiatives plan, etc.

3. Implementation and 
monitoring

1. Potential target 
companies and data 
collection

2. High-level assessment 
of potential target 
companies

3. Shortlisted potential 
targets

4. Financial statements 
analysis

5. Valuation: DCF model, 
comparable company 
analysis, and 
precedent transaction 
analysis

6. Targets approved for 
the business case 
phase

1. Work plan including 
key business case 
hypotheses & 
assumptions

2. Due diligence to 
validate key 
hypotheses and 
assumptions

3. Updated business 
valuation

4. Recommendation to 
make (or not) a formal 
offer to acquire the 
target company

1. Deal structure

2. M&A negotiations

3. Signing and closing the 
M&A deal

1. Strategic benefit 

2. Feasibility

3. Financial benefit

4. Comprehensive M&A 
financial model 
including acquirer 
model, target model, 
merger assumptions & 
analysis, and pro forma 
model

5. Simple Financial model 
including integration 
cost, revenue synergy, 
cost synergy, NPV, ROI, 
and IRR

6. Letter of intent or term 
sheet
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3-phase approach

Phase I: Define & Communicate the Strategy & 
High-Level Plan

Phase II: Develop & Communicate the Detailed 
Plans Phase III: Implement & Monitor

1. Merger strategic objectives

2. Integration management office

3. Guiding principles

4. Post merger integration high-level plan

5. Organizational structure (Top layers)

6. Top management appointment

7. Training to help managers set up their team

8. Integrated synergy baseline

9. Synergy targets 

10.Potential integration & synergy initiatives

11.Business cases and financial models

12.Integration & synergy initiatives prioritization

1. Status of the post-merger integration high-level plan

2. Status of the detailed integration plan

3. Status of the integration and synergy initiatives plan

4. Status of the change management strategy and plan

5. Status of the communication strategy and plan

6. Status of the culture integration strategy and plan

7. Status of the risk management strategy and plan

8. Status of staffing and the retention plan

9. Integration lessons learned

10. Institutionalization of the updated PMI Toolkit

1. Detailed integration plan including the Day 1 
readiness checklist

2. Integration & synergy initiatives plan

3. Change management strategy and plan

4. Communication strategy and plan

5. Culture integration strategy and plan

6. Risk management strategy and plan

7. Staffing & retention plan
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3-phase approach
PMI (Post Merger Integration)

Phase I: Define & Communicate the Strategy & 
High-Level Plan

Phase II: Develop & Communicate the Detailed 
Plans Phase III: Implement & Monitor

1. Merger strategic objectives

2. Integration management office

3. Guiding principles

4. Post merger integration high-level plan

5. Organizational structure (Top layers)

6. Top management appointment

7. Training to help managers set up their team

8. Integrated synergy baseline

9. Synergy targets 

10.Potential integration & synergy initiatives

11.Business cases and financial models

12.Integration & synergy initiatives prioritization

1. Status of the post-merger integration high-level plan

2. Status of the detailed integration plan

3. Status of the integration and synergy initiatives plan

4. Status of the change management strategy and plan

5. Status of the communication strategy and plan

6. Status of the culture integration strategy and plan

7. Status of the risk management strategy and plan

8. Status of staffing and the retention plan

9. Integration lessons learned

10. Institutionalization of the updated PMI Toolkit

1. Detailed integration plan including the Day 1 
readiness checklist

2. Integration & synergy initiatives plan

3. Change management strategy and plan

4. Communication strategy and plan

5. Culture integration strategy and plan

6. Risk management strategy and plan

7. Staffing & retention plan
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The strategic objectives of our merger are:

1

2

3

4

5

6

Don’t reinvent the wheel here. Most 
of the strategic objectives should 
have already been written prior to the 
deal.

Gaining economies of scale

Entering a new country

Entering a new market

Increasing the company’s product or service portfolio

Increasing market share by acquiring one of your competitors (horizontal integration)

Becoming a key player in an industry by acquiring one of your suppliers or clients (vertical integration)

Example we used during a PMI 
consulting project we did for a Global 
Fortune 1000 firm.
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We decided to create an Integration Management Office that will be responsible for the 
success of the integration

The Integration Management Office will oversee the post-Merger Integration and be responsible for its success. It includes 7 [replace 
this number with your own number] executives representing both [insert name of the acquiring company] and [insert name of the 
acquired company]:

Integration Management Officer
[Insert name]

Integration and 
Synergy Initiatives

[Insert name]

Change Management 
[Insert name]

Culture
[Insert name]

Risk Management
[Insert name]

Communication
[Insert name]

Training
[Insert name]

This is only an example. You may 
decide to emphasize different areas 
and adjust the size of the integration 
Management Office.
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Top 8 commonly used guiding principles for post merger integration 

1 Be clear on the strategic objectives of the deal

2 Ground the integration in the objectives of the deal

3 Be clear on your synergy baseline and targets

4 Create a robust integration plan to reach the strategic objectives of the deal and the synergy targets

7 Ensure cultural fit

5 Search for synergies in every function of the newly created organization

8 Maintain business momentum

6 Communicate on a regular basis to all stakeholders

Example we used during a PMI 
consulting project we did for a Global 
Fortune 1000 firm.
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3-phase approach

Phase I: Define & Communicate the Strategy & 
High-Level Plan

Phase II: Develop & Communicate the Detailed 
Plans Phase III: Implement & Monitor

1. Merger strategic objectives

2. Integration management office

3. Guiding principles

4. Post merger integration high-level plan

5. Organizational structure (Top layers)

6. Top management appointment

7. Training to help managers set up their team

8. Integrated synergy baseline

9. Synergy targets 

10.Potential integration & synergy initiatives

11.Business cases and financial models

12.Integration & synergy initiatives prioritization

1. Status of the post-merger integration high-level plan

2. Status of the detailed integration plan

3. Status of the integration and synergy initiatives plan

4. Status of the change management strategy and plan

5. Status of the communication strategy and plan

6. Status of the culture integration strategy and plan

7. Status of the risk management strategy and plan

8. Status of staffing and the retention plan

9. Integration lessons learned

10. Institutionalization of the updated PMI Toolkit

1. Detailed integration plan including the Day 1 
readiness checklist

2. Integration & synergy initiatives plan

3. Change management strategy and plan

4. Communication strategy and plan

5. Culture integration strategy and plan

6. Risk management strategy and plan

7. Staffing & retention plan
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Open the Excel document “Detailed Integration Plan” to see 
the 300+ activities listed in the plan

Detailed integration plan including the Day 1 readiness checklist
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3-phase approach

Phase I: Define & Communicate the Strategy & 
High-Level Plan

Phase II: Develop & Communicate the Detailed 
Plans Phase III: Implement & Monitor

1. Merger strategic objectives

2. Integration management office

3. Guiding principles

4. Post merger integration high-level plan

5. Organizational structure (Top layers)

6. Top management appointment

7. Training to help managers set up their team

8. Integrated synergy baseline

9. Synergy targets 

10.Potential integration & synergy initiatives

11.Business cases and financial models

12.Integration & synergy initiatives prioritization

1. Status of the post-merger integration high-level plan

2. Status of the detailed integration plan

3. Status of the integration and synergy initiatives plan

4. Status of the change management strategy and plan

5. Status of the communication strategy and plan

6. Status of the culture integration strategy and plan

7. Status of the risk management strategy and plan

8. Status of staffing and the retention plan

9. Integration lessons learned

10. Institutionalization of the updated PMI Toolkit

1. Detailed integration plan including the Day 1 
readiness checklist

2. Integration & synergy initiatives plan

3. Change management strategy and plan

4. Communication strategy and plan

5. Culture integration strategy and plan

6. Risk management strategy and plan

7. Staffing & retention plan
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To ensure proper execution of the integration and synergy initiatives, it is very important 
to appoint high-caliber initiative owners or project managers

Project Manager

Quality

CostTime

Meeting the 
expectations

Managing a budget 
and resource 

limitations

Completing the 
project in a specific 

time of frame



The main challenge for the different initiative owners or project managers will be to meet the objectives while balancing the triple 
constraints of quality, cost, and time
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Horizontal 
merger

Vertical 
merger

Co-generic 
mergers

Conglomerate 
Mergers

Different Types of Mergers
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Does not require cash.

Accomplished tax-free for both parties. 

Lets the target realize the appreciation potential of the merged entity, instead of being limited to sales 

proceeds. 

Allows shareholders of smaller entities to own a smaller piece of a larger pie, increasing their overall net 

worth. 

Merger of a privately held company into a publicly held company allows the target company shareholders to 

receive a public company's stock. 

Allows the acquirer to avoid many of the costly and time-consuming aspects of asset purchases, such as the 

assignment of leases and bulk-sales notification.

Advantages of Merger 
1

2

3

4

5

6
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Reasons for Merger

*Source:iica
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Friendly acquisition: Both the companies approve of the acquisition under friendly terms. 

Reverse acquisition: A private company takes over a public company. 

Back flip acquisition: A very rare case of acquisition in which, the purchasing company 

becomes a subsidiary of the purchased company. 

Hostile acquisition: Here, as the name suggests, the entire process is done by force

Different Types of acquisitions
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Reason for Acquisition
Industry Consolidation 
Tactical move that enables a company to reposition itself (with a merger partner) into a stronger operational and 
competitive industry position. 
Improve Competitive Position
Reduces competition, and allows the combined firm to use its resources more effectively. 
Defensive Move 
Attractive tactical move in any economic environment - particularly in a cyclical down-turn where a merger can be 
a strong defensive move. 
Synergies
 Allowing two companies to work more efficiently together than either would separately. 
Market / Business / Product Line Issues
Whether the market is a new product, a business line, or a geographical region, market entry or expansion is a 
powerful reason for a merger. 
Acquire Resources and Skills
To obtain access to the resources of another company or to combine the resources of the two companies
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Preliminary 
Assessment 
or Business 
Valuation 

Phase of 
Proposal

Exit PlanStructured 
marketing

Stage of 
Integration

Merger And Acquisition Process

Preliminary Assessment or Business Valuation:
In this process of assessment not only the current financial performance of the 
company is examined but also the estimated future market value is considered.
Phase of Proposal: 
After complete analysis and review of the target firm's market performance, in 
the second step, the proposal for merger or acquisition is given to multiple 
suitors,
Exit Plan:
When a owners decide to exit the target firm the structure is decided and 
proposed to the potential suitors.
Structured Marketing:
After finalizing the Exit Plan, the target firm gets involves in the marketing process 
and tries to achieve highest selling price.
Stage of Integration:
In this final stage, the two firms are integrated through Merger or Acquisition.
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Motives for Mergers & Acquisitions
Greater Value Generation:
Mergers and acquisitions generally succeed in generating cost 
efficiency through the implementation of economies of scale. It 
is expected that the shareholder value of a firm after mergers 
or acquisitions. 
Gaining Cost Efficiency:
When two companies come together by merger or acquisition, 
the joint company benefits in terms of cost efficiency. As the 
two firms form a new and bigger company, the production is 
done on a much larger scale. 
Increase in market share:
An increase in market share is one of the plausible benefits of 
mergers and acquisitions. 
Gain higher competitiveness:
The new firm is usually more cost-efficient and competitive as 
compared to its financially weak parent organization.

Economies of 
large scale 
business

Elimination of 
Competition

Desire to enjoy 
monopoly power

Adoption of 
Modern 

Technology

Lack of 
managerial and 
technical talents
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Impact of Mergers and Acquisitions
Employees: 
Mergers and acquisitions impact the employees or the workers the most. It is a well known fact that whenever there 

is a merger or an acquisition, there are bound to be lay offs. 

Impact of mergers and acquisitions on top level management: 

Impact of mergers and acquisitions on top level management may actually involve a "clash of the egos". There might 

be variations in the cultures of the two organizations. 

Shareholders of the acquired firm: 
The shareholders of the acquired company benefit the most. The reason being, it is seen in majority of the cases 

that the acquiring company usually pays a little excess than it what should. 

Shareholders of the acquiring firm: 
They are most affected. If we measure the benefits enjoyed by the shareholders of the acquired company in 

degrees, the degree to which they were benefited, by the same degree, these shareholders are harmed
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Joint Ventures

Both Companies have something to offer to the JV Both 

are usually equal partners When Corporate entering into 

new market Specifically for a country or a market Have 

detailed roles and responsibilities of each party defined in 

the agreement Research indicates that two out of five JV 

arrangements last less than four years, and are dissolved 

in acrimony.
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*Source:iica
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Distribution 
Arrangement

Technical 
Collaboration 

When the manufacturer not keen to set up 
local manufacturing The distributor either 
works on commission or as a reseller Local 
partner provides after-sales and marketing 
support Often exclusive Comes with an 
expiry date.

Intellectual property remains of the 
Technology provider May be a pure 
technology transfer agreement or with 
100% buy back Royalty needs to be paid to 
the provider May or may not be exclusive 
Comes with an expiry date.
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DATA 
ANALYTICS 
STRATEGY
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Data Analytics Strategy - Approach
Data Analytics Strategy

5 Pillars to reach our Strategic Objectives

Data Management & 
Infrastructure

Data Governance & 
Compliance Analytics Tools & Techniques Data-driven Organization Use Cases

1. Data sources and acquisition
2. Data storage and processing 

solutions
3. Data integration, transformation 

& ETL Processes
4. Data quality & cleansing
5. Data infrastructure scalability & 

performance
6. Emerging technologies in data 

management and infrastructure 
7. Successful implementations

1. How data governance enables 
an organization to become data-
driven?

2. Data governance framework
3. Data privacy and security
4. Data compliance management
5. Data ethics and responsible use
6. Implementing data governance 

and compliance
7. Emerging trends and 

innovations 
8. Charter template

1. Data visualization tools and 
techniques

2. Statistical analysis tools and 
techniques

3. Machine learning tools and 
techniques

4. Big data tools and techniques
5. Data preparation tools and 

techniques
6. Analytics tools selection matrix

1. Characteristics of a data-driven 
organization

2. Building a data-driven culture
3. Developing data skills and 

capabilities
4. Creating a user-friendly data 

infrastructure
5. Fostering experimentation and 

innovation
6. Case study

1. Use cases in the healthcare 
industry

2. Use cases in the pharmaceutical 
industry

3. Use cases in the marketing 
function

4. Use cases in the retail industry
5. Use cases in the financial 

industry 
6. Use cases in the HR function
7. Use cases in the supply chain & 

manufacturing industry
8. Use cases in the public sector

Business cases and financial models to help us assess our list of potential projects
Project Prioritization, Business Roadmap and Implementation

Change Management

Summary of the Corporate & 
Business Strategy

Current & Target Data 
Analytics Maturity Levels

Data Analytics Vision, 
Mission & Values

Strategic Objectives and 
KPIs to reach our Vision Team & Budget

List of Potential Initiatives for each Pillar

Stakeholder Management
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Introduction to data analytics
Data analytics is the process of examining, cleaning, transforming, and modeling raw data to extract useful information, draw 
conclusions, and support decision-making. It involves the application of various techniques, tools, and methodologies to uncover 
patterns, trends, correlations, and insights hidden within data sets. 

Data analytics can provide numerous benefits to organizations across various industries. Some of the key benefits of data analytics 
are as follows:

Improved decision making Increased efficiency and 
productivity Enhanced customer experience Better risk management

Data analytics can help 
organizations improve their 
financial performance by 
identifying areas where they 
can reduce costs and increase 
revenue. By analyzing data, 
organizations can identify 
trends and patterns that can 
help them make more 
informed financial decisions.

Improved financial 
performance

Data analytics provides 
organizations with insights that 
can help them make better 
decisions. By analyzing large 
amounts of data, organizations 
can identify patterns and 
trends, which can then be used 
to inform business strategies 
and decision-making 
processes.

Data analytics can help 
organizations identify 
inefficiencies and streamline 
processes. By analyzing data, 
organizations can identify areas 
that can be optimized to 
increase productivity and 
efficiency.

By analyzing customer data, 
organizations can gain insights 
into customer behavior and 
preferences, which can then be 
used to improve customer 
experience. This can help 
organizations to tailor their 
products and services to meet 
the specific needs and 
preferences of their customers.

Data analytics can help 
organizations identify potential 
risks and threats. By analyzing 
data, organizations can identify 
patterns and trends that may 
indicate potential risks, 
allowing them to take proactive 
measures to mitigate those 
risks.



203 C L U S T I V

Types of data analytics

There are four main types of analytics that organizations use to gain insights from their data, make informed decisions, and optimize 
processes. Each type serves a different purpose and answers specific questions about the data. Each type represents an increasing 
level of sophistication in the organization's ability to use data for analytics.

Hindsight Insight Foresight

1.Descriptive analytics 2.Diagnostic analytics 3.Predictive analytics 4.Prescriptive analytics

What happened? Why did it happen? What will happen? How can we make it happen?
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Types of data analytics
Details, tools and techniques

Descriptive analytics

Descriptive analytics focuses on 
analyzing historical data to understand 
past events, patterns, and trends. It 
helps organizations answer the question, 
"What happened?“

Tools and techniques:

• Microsoft Excel for data analysis and 
visualization

• Tableau or Power BI for data 
visualization and dashboards

• Basic data cleaning techniques, such 
as removing duplicates and handling 
missing data

• Basic statistical measures, such as 
mean, median, mode, and standard 
deviation

• Creating bar charts and line graphs to 
display trends in data

Diagnostic analytics 

Diagnostic analytics aims to identify the 
causes of past events by examining the 
data for correlations, dependencies, and 
anomalies. It helps organizations answer 
the question, "Why did it happen?“

Tools and techniques:

• Statistical charts to identify trends 
and patterns in data

• Data mining tools to identify 
correlations and data relationships

• Regression analysis to identify the 
relationship between variables

• Analyzing data to identify the root 
cause of a problem or issue

• Using correlation analysis to identify 
relationships between variables

Predictive analytics

Predictive analytics uses historical data, 
statistical models, and machine learning 
techniques to forecast future outcomes 
and trends. It helps organizations answer 
the question, "What is likely to happen 
in the future?“

Tools and techniques:

• Machine learning algorithms for 
predictive modeling

• Advanced statistical techniques, such 
as time-series analysis and decision 
trees

• Data mining tools for identifying 
patterns and relationships in data

• Using time-series analysis to identify 
trends and patterns

• Building a predictive model to 
forecast sales or customer behavior

Prescriptive analytics

Prescriptive analytics focuses on 
recommending the best course of action 
based on various scenarios and potential 
outcomes. It helps organizations answer 
the question, "What should we do about 
it?“

Tools and techniques:

• Optimization software to identify the 
optimal solution to a problem e.g. 
pricing strategy

• Simulation modeling for testing 
different scenarios and outcomes

• Machine learning algorithms for 
automated decision-making

• Big data platforms for handling large 
volumes of data

• Building a simulation model to test 
the impact of different marketing 
strategies
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Types of data analytics
Use cases
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Sales

Marketing

Finance

Operations

Descriptive analytics Diagnostic analytics Predictive analytics Prescriptive analytics

The sales team can learn which 
customer segments generated the 
highest dollar amount in sales last 
year.

The sales team can identify shared 
characteristics and behaviors of 
profitable customer segments.

The sales team can learn the revenue 
potential of a particular customer 
segment.

How the sales team can improve the 
sales process for each target vertical.

The marketing team can uncover 
which social media platforms 
delivered the best return on 
advertising investment last quarter.

The marketing team can look at high-
performing social media ads 
compared to poor ones to identify 
the reasons for differences.

The marketing team can predict how 
much revenue they’re likely to 
generate with an upcoming 
campaign.

Helping the marketing 
team determine what product to 
promote next quarter.

The finance team can track month-
over-month and year-over-year 
revenue growth or decline.

The finance team can compare the 
timing of key initiatives to m-o-m and 
y-o-y revenue growth or decline to 
help determine correlations.

The finance team can create more 
accurate projections for the next 
fiscal year.

Ways the finance team can optimize 
risk management.

Operations can track demand for 
SKUs across geographic locations 
throughout the past year.

Operations can look at regional 
weather patterns to see if they’re 
contributing to demand for 
particular SKUs across geographic 
locations.

The operations team can better 
predict demand for various products 
in different regions at specific points 
in the upcoming year.

Help the operations team determine 
how to optimize warehousing.
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Data analytics lifecycle

206

02

1. Business issue understanding 
This step involves identifying the business problem, 

setting objectives, and determining how data 
analytics can help address the issue. It is essential to 

involve key stakeholders and align the analytics 
project with the organization's goals and priorities.

2. Data collection
This step includes identifying relevant data 

sources, gathering data from various sources 
(internal and external), and assessing data 

quality and completeness. It is crucial to 
ensure that the collected data is appropriate 

for addressing the business issue at hand.

3. Data preparation 
Data preparation involves cleaning, transforming, and 

integrating data to make it suitable for analysis. This 
step ensures that the data is consistent, complete, and 

accurate before moving on to the analysis phase.

4. Exploratory analysis and modeling 
This step combines data exploration, where analysts 
explore the data to understand its structure, 
relationships, patterns, and trends, with the 
development of statistical or machine learning models to 
test hypotheses, make predictions, or uncover hidden 
patterns.

6. Visualization and presentation 
The final step involves interpreting the results, creating 
visualizations, and presenting the findings to 
stakeholders in a clear and concise manner. Effective 
communication is critical to ensure that the insights 
derived from data analytics are understood and used to 
drive informed decision-making.

5. Data validation
In this step, the models' performance is 
evaluated using various evaluation metrics and 
validation techniques. This may involve 
validation methods to ensure the model's 
accuracy and reliability. The process may 
require several iterations to refine the model 
and achieve the desired level of performance.

Data Analytics 
Lifecycle

01

02

03

04

05

06
Business Issue 
Understanding

Data 
Collection

Data 
Preparation

Exploratory 
Analysis and 
Modeling

Data 
Validation

Visualization & 
Presentation
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Data Analytics function
Strategic objectives, KPIs and targets

Adoption rate of data insights, measured by 
the number of stakeholders utilizing provided 
insights in decision-making processes.

Forecast model accuracy rate

Customer Satisfaction Score (CSAT) measured 
based on feedback surveys or ratings

Data Availability rate

Data Accessibility in minutes

Targets

From 30% to 50%

Increase by 20%

Increase by 10%

98%

Within 1 hour of request
Enhance Data Infrastructure

Strategic Objectives

Increase Adoption rate of data insights

Increase forecast model accuracy

Increase customer satisfaction

Real-life example

Key Performance Indicators (KPIs)
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Data Analytics function
Strategic objectives, KPIs and targets

Adoption rate of data insights, measured by 
the number of stakeholders utilizing provided 
insights in decision-making processes.

Forecast model accuracy rate

Customer Satisfaction Score (CSAT) measured 
based on feedback surveys or ratings

Data Availability rate

Data Accessibility in minutes

Targets

From 30% to 50%

Increase by 20%

Increase by 10%

98%

Within 1 hour of request
Enhance Data Infrastructure

Strategic Objectives

Increase Adoption rate of data insights

Increase forecast model accuracy

Increase customer satisfaction

Foster Cross-Functional Collaboration
Number of cross-functional Projects and 
Partnerships initiated and completed within a 
specific timeframe

5

Real-life example

Key Performance Indicators (KPIs)

Meeting target or above target or 
on track

Slightly below target Significantly below target



209 C L U S T I V

Data Analytics function
The achievement of the data analytics strategic objectives will positively impact multiple corporate and 
business strategic objectives

209

Financial

Perspective

Customer

Internal Process

Learning 
& Growth

Strategic objectives

Increase 
revenue

Increase profit

Increase number 
of customers

Increase revenue 
per customer

Decrease Costs

Decrease fixed 
cost

Decrease variable 
cost

Increase 
customer 

satisfaction

Become a trusted 
brand Sell new products

Understand 
customer 
segments

Shift to digital 
channel

Decrease delivery 
time

Create new 
products

Improve
employee 

satisfaction

Improve 
customer 

information

Create a 
customer-focused 

culture

Align the 
organization

Real-life example

Positively impacted by the data analytics strategic objectives
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Data integration, transformation & ETL Processes

Integration, Transformation, and ETL Processes are essential components of an organization's data analytics strategy, as they enable the organization 
to collect, combine, and prepare data from various sources for analysis. These processes ensure that the data is accurate, consistent, and compatible 
with the analytics tools and systems being used.

Data Integration

Data integration is the process of 
combining data from different sources 

into a unified, consistent, and 
accessible format. This process is 

crucial when working with data from 
various systems, databases, and 

applications, as it ensures that the 
data is easily accessible and 

compatible with analytics tools.

Data Transformation

Data transformation involves 
converting data from its original 
format into a format suitable for 

analysis. This process may include 
various operations, such as data 

cleansing, normalization, aggregation, 
and enrichment. Data transformation 

ensures that the data is accurate, 
consistent, and structured in a way 

that supports effective analytics.

ETL Processes

ETL (Extract, Transform, Load) is a set 
of processes used to extract data 

from source systems, transform it into 
the desired format, and load it into a 

target system, such as a data 
warehouse or a data lake. ETL 

processes play a crucial role in data 
integration and transformation, as 
they automate and streamline the 
movement and preparation of data 

for analysis.

By implementing effective integration, transformation, and ETL processes, organizations can ensure that their data is accurate, consistent, and 
compatible with their data analytics tools and systems, enabling them to make informed decisions based on reliable and up-to-date information.
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Data integration, transformation & ETL Processes
Data integration strategies and techniques

Data integration strategies and techniques refer to the methods organizations use to combine and consolidate data from various sources into a unified 
and consistent format. These strategies and techniques are crucial for ensuring that data is accurate, compatible, and accessible for analytics purposes. 
Some commonly used data integration strategies and techniques include:

Data Consolidation: This strategy involves physically bringing together data 
from multiple sources into a single, central repository, such as a data 
warehouse or data lake. Data consolidation often requires data 
transformation to ensure consistency and compatibility across different data 
sources.

Data Federation: Data federation is a virtual data integration technique that 
enables users to access and view data from multiple sources through a single 
interface, without physically consolidating the data. This approach uses a 
middleware layer that translates and combines data from different sources in 
real-time, presenting it as if it were coming from a single source.

Data Replication: This technique involves creating and maintaining copies of 
data from different sources in a central repository. Data replication can be 
useful for ensuring data availability, reducing query response times, and 
providing data redundancy for disaster recovery purposes.

Data Propagation: In data propagation, changes in the data from one source 
are automatically propagated to other related data sources. This technique 
helps maintain data consistency across multiple systems, ensuring that all 
data sources are up-to-date and in sync.

Data Virtualization: Data virtualization is an advanced data integration 
technique that abstracts, transforms, and combines data from multiple 
sources into a unified, virtual data layer. This approach allows users to access 
and analyze data without moving or copying it, providing a flexible and 
efficient solution for data integration.

Master Data Management (MDM): MDM is a strategy that focuses on 
managing the core data entities of an organization, such as customers, 
products, or suppliers. MDM ensures that these entities have a single, 
consistent, and accurate representation across all systems, reducing data 
redundancy and improving data quality.

When selecting a data integration strategy or technique, organizations should consider factors such as data volume, data complexity, data latency requirements, and existing 
data infrastructure. The chosen approach should support the organization's data analytics objectives while ensuring data accuracy, consistency, and accessibility.

1 2

43

5 6
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Data integration, transformation & ETL Processes
Data transformation methods and tools

Data cleansing 
Data cleansing involves identifying and correcting 
errors, inconsistencies, and inaccuracies in the data.

Data normalization
Data normalization is the process of organizing data in a 
consistent and structured way to minimize redundancy 
and improve data integrity.

Data aggregation
Data aggregation is the process of summarizing or 
grouping data to create higher-level representations.

Data enrichment
Data enrichment involves enhancing or augmenting 
existing data with additional information from external 
sources.

Data encoding

Data encoding involves converting data into a different 
format, such as converting categorical data into 
numerical values or transforming text data into 
numerical vectors.

Microsoft Power Query, DataWrangler, and Talend can help with 
data cleansing tasks, such as removing duplicate records, filling in 
missing values, correcting data entry errors, and validating data 
against predefined rules.

Talend and KNIME can be used for creating tables, defining 
relationships, and enforcing data constraints in the normalization 
process.

Alteryx, KNIME, and Microsoft Power Query can assist in 
performing calculations such as sums, averages, counts, or other 
statistical measures to derive insights from the data.

Talend, KNIME, and Alteryx can help improve data quality, 
provide more context, and enable more in-depth analysis by 
integrating external data sources.

Apache NiFi, Talend, and Microsoft Power Query can be used for 
data encoding to make data more compatible with analytics tools 
and algorithms.

To
ol

s
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Data integration, transformation & ETL Processes
ETL process and tools

The ETL (Extract, Transform, Load) process is a crucial component of data integration and transformation. It involves extracting data from multiple 
sources, transforming it into a compatible format, and loading it into a target system, such as a data warehouse or a data lake. ETL tools help 
streamline and automate these tasks, ensuring data consistency and accuracy throughout the process. Here is an overview of the ETL process and 
some popular tools:

Extract: The extraction step involves collecting data from various 
sources, such as databases, files, APIs, or web services. The goal is to 
retrieve relevant data while maintaining its original structure and 
format.

Transform: In the transformation step, the extracted data is cleaned, 
standardized, and transformed into a format suitable for analysis. This 
can involve data cleansing, normalization, aggregation, enrichment, and 
encoding, as previously discussed.

Load: The final step involves loading the transformed data into a target 
system, such as a data warehouse, data lake, or a business intelligence 
tool. The loading process ensures that the data is stored and organized 
efficiently for quick retrieval and analysis.

Data mining

Visualization

Data analysis

Web services

Database

Files

API

Transform Data 
Warehouse

LoadExtract
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Data ethics and responsible use
Data ethics and responsible use involve ensuring that an organization's data practices are not only compliant with laws and regulations but also adhere to 
ethical principles and values. This is important for building trust with customers, employees, and other stakeholders, and for preventing unintended negative 
consequences associated with data analytics and decision-making. 
1. Privacy and data protection
Respect individuals' privacy rights by collecting, processing, and storing 
personal data in accordance with applicable laws and regulations, as well as 
established best practices. Obtain informed consent when necessary and 
adhere to the principles of data minimization and purpose limitation.

2. Transparency 
Be transparent about data collection, processing, and analytics 
methodologies, and provide clear explanations for data-driven decisions. 
This helps build trust with stakeholders and enables them to understand 
and potentially challenge the outcomes of data analytics processes.

3. Fairness
Avoid introducing or perpetuating biases and discrimination in data 
analytics processes. This includes using diverse and representative datasets, 
implementing fairness-aware machine learning algorithms, and regularly 
auditing the outcomes of data-driven decisions for signs of bias or 
unintended consequences.

4. Accountability 
Ensure that organizations and individuals involved in data analytics 
processes are accountable for their actions and decisions. This includes 
setting clear roles and responsibilities, maintaining thorough 

documentation, and establishing mechanisms for redress in case of harm or 
adverse effects.

5. Beneficence and non-maleficence
Ensure that data analytics processes contribute positively to society and do 
not cause harm or disadvantage to individuals or groups. Consider the 
potential short- and long-term impacts of data-driven decisions on 
stakeholders and the broader community and strive to maximize benefits 
while minimizing harm.

6. Data quality and integrity
Maintain the quality and integrity of the data being collected, processed, 
and analyzed to ensure that the insights derived from data analytics are 
accurate, reliable, and trustworthy. Implement data validation, cleaning, and 
enrichment processes, and be transparent about any limitations or 
uncertainties associated with the data.

7. Informed decision-making and human oversight
Ensure that data-driven decisions are informed by human judgment and 
expertise, and that there is adequate human oversight over automated 
processes. This helps prevent over-reliance on algorithms and can provide a 
safeguard against potential biases, errors, or unintended consequences.
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Data ethics and responsible use
Fairness, accountability, and transparency in data use

Ensuring fairness, accountability, and transparency in data use is crucial for building trust with stakeholders, avoiding potential harm, and promoting responsible data-driven 
decision-making. Each of these principles has a unique role in the ethical use of data.

To achieve fairness, consider the following aspects:

• Diverse and representative datasets: Ensure that 
the data being used is representative of the 
population of interest and includes information 
from various sources and perspectives.

• Fairness-aware algorithms: Implement machine 
learning algorithms that are designed to minimize 
biases and ensure fair treatment of different 
groups or individuals.

• Regular auditing: Continuously monitor and audit 
the outcomes of data-driven decisions to identify 
and address any signs of bias or unfair treatment.

Fairness

To establish accountability, consider the following 
aspects:

• Clear roles and responsibilities: Define and 
communicate the roles and responsibilities of all 
stakeholders involved in data analytics processes, 
including data owners, data stewards, and data 
custodians.

• Documentation and record-keeping: Maintain 
thorough documentation of data collection, 
processing, and analysis methodologies, as well as 
any decisions made based on data-driven insights.

• Mechanisms for redress: Establish procedures and 
mechanisms for addressing any harm or adverse 
effects caused by data-driven decisions, including 
avenues for affected parties to raise concerns or 
seek remedies.

Accountability

. To promote transparency, consider the following 
aspects:

• Open communication: Clearly communicate the 
methods and techniques used for data collection, 
processing, and analysis, as well as any 
assumptions or limitations associated with the 
data.

• Explainability: Provide clear and understandable 
explanations for data-driven decisions, including 
the factors that influenced the decision and the 
potential implications for affected stakeholders.

• Access to information: Ensure that stakeholders 
have access to relevant information about data 
analytics processes and outcomes, while still 
respecting privacy and confidentiality 
requirements.

Transparency



216 C L U S T I V

Data ethics and responsible use
UK Government’s data ethics framework for public sector - Overview

The Data Ethics Framework guides appropriate and responsible data 
use in government and the wider public sector. It helps public 
servants understand ethical considerations, address these within their 
projects, and encourages responsible innovation.

What is it for?

Teams should work through the framework together throughout the process of 
planning, implementing, and evaluating a new project. Each part of the 
framework is designed to be regularly revisited throughout your project, 
especially when any changes are made to your data collection, storage, analysis or 
sharing processes.

How to use it?

This guidance is aimed at anyone working directly or indirectly with data in the 
public sector, including data practitioners (statisticians, analysts and data 
scientists), policymakers, operational staff and those helping produce data-
informed insight.

Who is it for?

The framework is split into overarching principles and specific actions. 
Overarching principles are applicable throughout the entire process and 
underpin all actions and all aspects of the project. Specific actions will guide you 
through different stages of the project and provide practical considerations.

Structure

The Data Ethics Framework provided by the UK government is a set of guidelines designed to 
help public sector organizations make ethical decisions in their use of data. They are intrinsically 
connected to the five specific actions, which are designed to provide practical considerations at 
different project stages.

• Define and understand public benefit and user need: To achieve transparency, clearly 
communicate the project's objectives and benefits to the public and intended users. Ensure 
that the project addresses their needs fairly and equitably.

• Involve diverse expertise: To ensure fairness and accountability, engage experts from various 
backgrounds and disciplines to minimize potential biases and blind spots. Diverse 
perspectives can help teams better identify and address ethical concerns.

• Comply with the law: Legal compliance is crucial to maintaining transparency and 
accountability. Adhering to the relevant legislation and codes of practice demonstrates a 
commitment to upholding ethical standards and protecting user rights.

• Review the quality and limitations of the data: To ensure transparency, openly communicate 
the data's strengths and weaknesses. Understanding its limitations helps maintain fairness by 
avoiding biased or inaccurate insights that could lead to unintended consequences.

• Evaluate and consider wider policy implications: Account for the broader impacts of the 
project on society and different stakeholder groups. This assessment helps maintain fairness 
and transparency by considering potential ethical risks and aligning the project with broader 
organizational values and policies.
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Data ethics and responsible use
UK Government’s data ethics framework for public sector - Structure1

1. https://www.gov.uk/government/publications/data-ethics-framework

Data ethics framework

0 1 2 3 4 5

Transparency Information about the project, its methods and 
outcomes is not publicaly available

Information about the project, its methods and 
outcomes is widely available to public

Accountability Mechanisms for security, governance or peer review 
for the project haven’t been established

Long-term oversight and public security 
mechanisms are built into the project cycle

Fairness There is a significant risk that the project will result in 
harm or detrimental and discriminatory effects for the 
public or certain groups

The project promotes just and equitable 
outcomes, has negligible detrimental effects, 
and is aligned with human rights 
considerations

Define and understand public 
benefits and user needs Public benefit and user need are not clearly defined or 

understood
Public benefit and user need are well defined 
and understood by all team members

Involve diverse expertise The project team is homogenous and there is little 
expert input

The project team is diverse, multidisciplinary, 
with expert input

Comply with the law There is little clarity on legal requirements for the 
project

Relevant legal requirements have been met, 
compulsory assessments completed, legal 
experts have been consulted

Review the quality and limitation 
of the data

Data for the project is of bad quality, unsuitable, 
unreliable, not representative

Data in the project is representative, 
proportionally used, accurate and of good 
quality

Evaluate and consider wider 
policy implication There is no long-term evaluation and maintenance 

structure in pace
Continuous evaluation and long-term 
maintenance structure are in place
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Analytics tools selection matrix
PowerPoint format

Criteria Weight Tool A Tool B Tool C

Ease of use 0.15 4 5 3
Scalability 0.10 5 4 3

Integration capability 0.15 3 4 5

Cost 0.20 4 3 5

Support & Community 0.10 5 4 3

Flexibility & Extensibility 0.10 4 5 3

Visualization capabilities 0.10 5 4 3

Data processing power 0.05 4 3 5

Security & Compliance 0.05 5 4 3

Instructions:

1. List the tools and platforms you're considering for 
your organization (Tool A, Tool B, etc.).

2. Define the evaluation criteria that are most 
important to your organization's needs.

3. Assign a weight to each criterion based on its 
importance to your organization.

4. Rate each tool on a scale of 1-5 (1 being the 
lowest and 5 being the highest) for each criterion.

5. Calculate the weighted average score for each 
tool.Weighted Average Score Calculation:

Tool A: (4 * 0.15) + (5 * 0.10) + (3 * 0.15) + (4 * 0.20) + (5 * 0.10) + (4 * 0.10) + (5 * 0.10) + (4 * 0.05) + (5 * 0.05) = 4.25

Tool B: (5 * 0.15) + (4 * 0.10) + (4 * 0.15) + (3 * 0.20) + (4 * 0.10) + (5 * 0.10) + (4 * 0.10) + (3 * 0.05) + (4 * 0.05) = 4.05

Tool C: (3 * 0.15) + (3 * 0.10) + (5 * 0.15) + (5 * 0.20) + (3 * 0.10) + (3 * 0.10) + (3 * 0.10) + (5 * 0.05) + (3 * 0.05) = 3.70

Conclusion:

Based on the weighted average scores, Tool A is the best option for the organization with a score of 4.25.
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Data analytics use cases in the healthcare industry
1. Electronic Health records (EHR) analysis

• Problem/Issue: Fragmented and unstructured patient data, lack of 
insights into patient care, and inefficient healthcare workflows.

• Outcome: Identification of patterns and trends in patient data, 
improved patient care, and streamlined workflows.

• Data analytics techniques: Data preprocessing and cleaning, natural 
language processing (NLP) to extract information from unstructured 
data, clustering to identify patterns, and classification and regression 
algorithms to predict patient outcomes and risk factors.

• Benefit to organization:

 Enhanced patient outcomes: By analyzing EHR data, 
healthcare providers can uncover patterns and trends that 
inform better treatment decisions, leading to improved patient 
health

 Reduced operational inefficiencies: Analyzing EHR data can 
help organizations identify bottlenecks, redundancies, and 
areas for improvement, ultimately reducing costs and saving 
time.

 Improved collaboration: Consolidated and accessible EHR data 
enables medical professionals to more effectively collaborate 
on patient care, ensuring seamless transitions between 
providers and reducing the risk of errors.

2. Patient segmentation

• Problem/Issue: Inefficient resource allocation, one-size-fits-all 
treatment plans, and suboptimal patient care.

• Outcome: Grouping patients based on specific characteristics or 
conditions for targeted interventions and personalized care.

• Data analytics techniques: Clustering algorithms to group similar 
patients, classification techniques for categorizing patients based on 
risk or condition, decision trees to identify important factors in 
segmentation, and ensemble learning to combine multiple models 
for improved predictions.

• Benefit to organization:

 Improved patient outcomes: Patient segmentation allows for 
the development of tailored treatment plans, which can lead to 
better health outcomes for individual patients.

 Efficient resource allocation: By focusing on high-priority 
patient groups, healthcare organizations can allocate resources 
more effectively, reducing waste and improving overall 
efficiency.

 Informed healthcare planning: A better understanding of 
patient populations allows healthcare organizations to plan 
and allocate resources more effectively, improving overall 
healthcare delivery.
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List of Potential Initiatives
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Project financial model screenshot
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Business roadmap Screenshot
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Scope of the Risk Management Toolkit

Strategic Risks
Long term

Operational 
Risks
Short Term

Project Risks
Medium term
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What do we mean by risk appetite?
Risk appetite is the amount of risk an entity is willing to accept or retain to achieve its 
objectives. It is a statement or series of statements that describes the entity’s attitude 
toward risk taking. Determining an entity’s risk appetite occurs through the development of 
risk appetite statements which clearly set out what the executives consider to be 
acceptable risk-taking. Risk appetite statements are usually aligned to categories of risk 
(e.g., financial, people, and reputation risks).

Risk appetite statements will look and feel different according to an entity’s internal and 
external context. If these are not calibrated, the resultant actions may be skewed either too 
lightly (e.g., no action
required) or result in an over-controlled risk response. 

To help us assess our organization’s risk appetite, we decided to use a risk appetite scale 
(see next slide).
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What are the benefits of defining risk appetite?

Support conscious and informed risk taking

Promote a more consistent risk management approach

Guide risk decision making

Structure the executive conversation on risk taking

Calibrate the organization risk assessment process
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Risk appetite scale

1 - Very low appetite

Risk taking

The organization takes caution 
and often accepts as little risk as 
possible

Objective/
negative 
impact 

relationship

Tolerance for 
uncertainty

Choice when 
faced with 
multiple 
options

2 - Low appetite 2 - Moderate appetite 4 - High appetite 5 - Very high appetite

The organization takes a cautious 
approach towards taking risk

The organization takes a 
balanced approach to risk taking

The organization is willing to take 
greater than normal risks

The organization believes 
aggressive risk taking is justified

Will select the lowest risk option, 
always

Will accept only if essential, and 
limited possibility/extent of 
failure

Will accept if limited, and heavily 
outweighed by benefits

Will choose to put at risk, but 
will manage impact

Will choose the option with the 
highest return; accept possibility 
of failure

Not willing to accept any 
potential negative impact to 
pursue strategic objectives

Only willing to accept a small 
potential negative impact in 
order to pursue strategic 
objectives

Potential negative impact and 
the completion of strategic 
objectives are given equal 
consideration

Willing to accept some potential 
negative impact to pursue 
strategic objectives

Willing to accept a potential 
large negative impact to pursue 
strategic objectives

Very low Low Limited Expect some Fully anticipated

Real-life example from a Fortune 
500 company
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3.Risk Assessment 4.Risk 
Prioritization 5.Risk Mitigation2.Risk 

Identification
6.Risk Closure and 

Issue Escalation
7. Issue 

Management

1.Risk 
Management 

Strategy & Plan

1. Summary of the 
corporate and business 
strategy

2. Risk appetite

3. Risk management 
capability maturity model

4. Risk management 
mission, vision and 
strategic objectives 

5. Risk management KPIs, 
targets and initiatives 

6. Roadmap to reach our 
strategic objectives

7. Risk management team 
and budget

8. Governance structure

9. Guiding principles 

10.Framework to manage 
risk

1. Risk types and 
examples 

2. Tools to identify risks 

3. Simple risk log in 
Powerpoint

4. Comprehensive risk 
log in Excel

1. Probability of the risk 
happening

2. Potential impact of the 
risk

3. Risk value 

1. 3-by-3 risk 
prioritization matrix in 
PowerPoint and Excel

2. 5-by-5 risk 
prioritization matrix in 
PowerPoint and Excel

1. Response options

2. Examples 

3. Actions, deadlines,  
and responsibilities

4. Dashboard

1. Risk closure

2. Issue escalation

1. Simple issue log in 
PowerPoint

2. Comprehensive issue log 
in Excel
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Simple risk log
Description

To identify our company risks and project risks, we created a simple risk log in 
PowerPoint.

This simple risk log will be used when our list of risks is small or if we need to make a 
presentation in front of our Board of Directors, Executive Committee, or any 
stakeholders that do not need to know too many details.
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Simple risk log
3-level rating

Risk 
# Risk Title Risk Description

Impact
(1=Minor; 

2=Moderate; 
3=Major)

Probability
(1=Unlikely; 

2=Possible; 3=Likely)

Risk Value
(Impact X 

Probability)
Mitigation Strategy Assigned To

1 Lower website 
speed

Improving the resolution of our images will 
increase the size of our images, which may 
lower our website page loading time

3 3 9 Find the sweet spot between quality 
images and page loading time Donald

2 High oil price A strong increase in oil price would create 
a high pressure on our profit margins 1 2 2

Buy more oil than we need to build 
up our stock while the price of oil is 
at an affordable price

Ralph

3 Insert your risk title Insert your risk description 2 3 6

4 Insert your risk title Insert your risk description Rate from 1 to 3 Rate from 1 to 3

5 Insert your risk title Insert your risk description Rate from 1 to 3 Rate from 1 to 3

6 Insert your risk title Insert your risk description Rate from 1 to 3 Rate from 1 to 3

7 Insert your risk title Insert your risk description Rate from 1 to 3 Rate from 1 to 3

Medium priority (risk value is 6)

High priority (risk value is 9)

Low priority (risk value is 1, 2, or 3) 
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3.Risk Assessment 4.Risk 
Prioritization 5.Risk Mitigation2.Risk 

Identification
6.Risk Closure and 

Issue Escalation
7. Issue 

Management

1.Risk 
Management 

Strategy & Plan

1. Summary of the 
corporate and business 
strategy

2. Risk appetite

3. Risk management 
capability maturity model

4. Risk management 
mission, vision and 
strategic objectives 

5. Risk management KPIs, 
targets and initiatives 

6. Roadmap to reach our 
strategic objectives

7. Risk management team 
and budget

8. Governance structure

9. Guiding principles 

10.Framework to manage 
risk

1. Risk types and 
examples 

2. Tools to identify risks 

3. Simple risk log in 
Powerpoint

4. Comprehensive risk 
log in Excel

1. Probability of the risk 
happening

2. Potential impact of the 
risk

3. Risk value 

1. 3-by-3 risk 
prioritization matrix in 
PowerPoint and Excel

2. 5-by-5 risk 
prioritization matrix in 
PowerPoint and Excel

1. Response options

2. Examples 

3. Actions, deadlines,  
and responsibilities

4. Dashboard

1. Risk closure

2. Issue escalation

1. Simple issue log in 
PowerPoint

2. Comprehensive issue log 
in Excel
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By multiplying the “Probability” dimension by the “Impact” 
dimension, we will get our “Risk Value”

Probability

X

Impact

What is the 
probability of the 
risk happening

What is the 
potential impact of 

the risk =

Risk Value

The risk value will 
help you prioritize 

your risks
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To assess the probability of a risk happening, we can use a 3-level or 
5-level rating depending on our needs

2.Possible

1.Unlikely

3.Likely

Between 20% and 60% chance of happening

Less than 20% chance of happening

Over 60% chances of happening

Probability Scale Definition

Probability 3-level rating 
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3.Risk Assessment 4.Risk 
Prioritization 5.Risk Mitigation2.Risk 

Identification
6.Risk Closure and 

Issue Escalation
7. Issue 

Management

1.Risk 
Management 

Strategy & Plan

1. Summary of the 
corporate and business 
strategy

2. Risk appetite

3. Risk management 
capability maturity model

4. Risk management 
mission, vision and 
strategic objectives 

5. Risk management KPIs, 
targets and initiatives 

6. Roadmap to reach our 
strategic objectives

7. Risk management team 
and budget

8. Governance structure

9. Guiding principles 

10.Framework to manage 
risk

1. Risk types and 
examples 

2. Tools to identify risks 

3. Simple risk log in 
Powerpoint

4. Comprehensive risk 
log in Excel

1. Probability of the risk 
happening

2. Potential impact of the 
risk

3. Risk value 

1. 3-by-3 risk 
prioritization matrix in 
PowerPoint and Excel

2. 5-by-5 risk 
prioritization matrix in 
PowerPoint and Excel

1. Response options

2. Examples 

3. Actions, deadlines,  
and responsibilities

4. Dashboard

1. Risk closure

2. Issue escalation

1. Simple issue log in 
PowerPoint

2. Comprehensive issue log 
in Excel
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Risk Prioritization Matrix
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We identified 6 types of mitigation strategies

Avoid a threat

Reduce a threat

Transfer the risk

Share the risk

Accept the risk

Prepare a contingency 
plan

This option is about making the uncertain situation certain by removing the risk, often by removing the 
cause of the threat 

This option is about acting now to change the probability and/or impact of a threat

This option is about transferring part of the risk to a third party(e.g., taking out an insurance policy)

This option is about sharing the risk with another entity or multiple entities in order to minimize the 
potential impact on one single entity

This option means that the organisation decides to accept that a risk may occur and to take no action, 
exposing itself to the full possible impact

This option means that the organisation decides to accept that a risk may occur and to take no 
immediate action, but puts in place a series of contingencies to deal with the potential impact
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We will define and implement our mitigation strategies 
by using our comprehensive risk log in Excel
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We will monitor the implementation of our mitigation strategies by 
leveraging our dashboard in Excel, which will automatically be updated 
based on the input we make in the risk log



239 C L U S T I V

Business Benchmarking
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ADVANTAGES

Create tangible suggestions for improvement

Reveals potential

Evaluate alternative solutions

Assesses strengths/improves weakness

Identifies performance deficits

Compares corporate sectors & companies

Business analysis is systematic and neutral

Monitors company development

Creates impact prognosis

Improves/strengthens competitive position

Encourages continuous improvement process

Reviews company strategies

Determines company objectives

Improves understanding of business processes

DIRECT INDIRECT
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BENCHMARKING TYPES

PROCESS
PRODUCT STRATEGY

PERFORMANCE

INTERNAL EXTERNAL

Business-oriented benchmarking

Group-oriented benchmarking

Competitive benchmarking

Industry-oriented benchmarking

Cross-industry benchmarking
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BENCHMARKING TIMELINE

Kick-off meetings

Create & send questionnaires

Partner answers questionnaire

Verify data

Review meeting

Visit partners

Final evaluation & interpretation

Final conference

MONTH 01 MONTH 02 MONTH 03 MONTH 04 MONTH 05 MONTH 06

KICK-OFF 
project design

MILESTONE 01 
answered questionnaires

MILESTONE 02 
benchmark result
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Business perspective Compared to competitors Customer perspectives Process owner perspective

CRITICAL SUCCESS FACTOR 1 2 3 1 2 3 1 2 3 1 2 3

Influence on customer satisfaction

Process competence

Improvement potential

Process differs from market

Dependent on external factors

Product

Supply with resource and energy

Location

Costs

Management qualities

PROCESSES 
EVALUATION 

Low Intermediate High
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BENCHMARKING RESULTS

DIMENSIONS YOUR PROJECTS ALL PROJECTS WORST PROJECTS BEST PROJECTS

Requirement reference 1.33 1.83 1.00 3.00

Target group definition 1.67 2.01 0.67 3.00

Target group insight 1.00 1.60 0.33 3.00

Target definition 1.33 1.70 0.33 3.00

Preventive approach 1.33 1.87 0.00 3.00

Concept quality 1.33 1.74 1.00 3.00

Integration into work environment 0.67 1.55 0.00 3.00

Contextual approach update 1.00 1.43 0.00 2.67

Planning quality 1.00 1.46 0.00 2.67

Staff and qualification 1.33 2.08 1.00 3.00

Cooperation 0.67 1.82 0.00 3.00
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Process optimization



246 C L U S T I V

PROCESS MAP

Configuration 
Management

Training 
Assessments/Test

Audit Report

Communication 
Success

Meeting Minutes

No

Yes

Ex
ec

uti
ve

s
Bu

sin
es

s 
Le

ad
er

s
O

pe
ra

tio
ns

 
St

aff

Process 
Specification

Audit Checklist

Measurement 
Analysis USA

Training Plan

Process 
Capability Cpk 

(SPC)

Job Description

Control Plan

Work 
Instructions

Project Plan

Failure Analysis 
PFMEA

Records & 
Forms

Training Needs

Effectiveness 
Measures

Process Map

Procedures

Objectives 
Deployment

Assessment Gap 
Audit

Customer Needs 
Profile

Mission

Process Analysis

Process 
Documentation 
Development

Objectives

Action Planning

Determine 
Customer 

Needs

Mission (Quality 
Policy)

Implement Process 
Documentation

Training

Audit Program

Customer 
Needs Met?

Management 
Review

Management 
Review
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MACHINE

ROOT CAUSE ANALYSIS – FISHBONE (ISHIKAWA) 
DIAGRAM

Cause
Screws were worn

Cause
Screws were the wrong size

MATERIAL

The gauge was not 
zeroed before 

measuring the parts

Cause

The correct gauge was 
not used to measure 

the parts

Cause

MEASUREMENT

Employee Fatigue
Cause

Employee has not been 
trained

Cause

MAN/MIND POWER

Cause
Tools are worn

Cause
Tools are no the right size

Cause
Instructions were unclear

Cause
Instructions were not followed

METHOD

PROBLEM

12% of product fails 

inspection for screw 

alignment
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• Sort all items in the 
workspace 

• Keep what is necessary 
• Eliminate what is 

unnecessary 
• Reduce the number of 

articles to the minimum 
quantity needed

o Examine the workspace and 
use the list of tools and 
components as marking 
criteria 

o Use a red tag to mark all 
non-essential items 

o Gather all marked items 
o Designate a holding area for 

all marked items & make 
sure it’s highly visible 

o Create & implement a 
storage plan to dispose of 
all unnecessary items 

o Keep track of all items 
removed from the zone

• Analyze the workspace 
according to the previously 
established storage plan

• Target items to move from 
the area 

• Decide where the items 
must go 

• Make the new location for 
these items visually 
apparent

o Establish the criteria for 
item location 

o Establish and gather all 
necessary equipment 

o Identify and relocate major 
equipment. Use the zone's 
map to find the most 
appropriate spot. Prepare a 
relocation plan and have it 
approved. 

o Decide which small objects 
to move. Decide on the best 
location. Move and identify 
small items and set up 
location indicators.

• Check if everything is in its 
place 

• Check if some items must 
be moved 

• Clean and inspect after each 
shift 

• Check if cleaning, repairs or 
replacements are needed 

• Check if specific equipment 
needs repair

o Consistently define all tasks 
o Ensure all team members 

fully understand their 
responsibilities 

o Establish appropriate 
cleaning methods 

o Provide proper tools and 
supplies 

o Carry out initial cleaning 
o Replace wires, pipes, tubes, 

etc.

• Brainstorm possible 
standardization conditions 

• Explain the identified 
conditions 

• Select, test and adopt 
specific conditions 

• Maintain and monitor 
selected conditions

o Prepare standardization 
chart 

o Identify standardization 
problems 

o Define ideal conditions to 
sort, organize and clean 

o Make all standards clear 
and visible 

o Monitor and improve 
standards 

o Continue sorting, organizing 
and cleaning to enhance 
standardization conditions

• Respect existing regulations 
to keep the workspace 
carefully organized 
according to standards 

• Ensure that all employees 
have received training 
related to the procedures 

• Inform all employees and 
encourage their 
involvement

o Establish a 5S sustainability 
plan

o Ensure management 
supports the sustainability 
plan

o Inform all employees of 5S 
standards and objectives 

o Identify problems related to 
standards 

o Create and maintain a 5S 
communication board, so all 
employees throughout the 
plant understand the 5S 
system 

o Continue to improve upon 
standards and visual cues.

5S METHODOLOGY

Sort
SEIRI

Set in order
SEITON

Shine
SEISO

Standardize
SEIKETSU

Sustain
SHITSUKE
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KAIZEN - 4M CHECKLIST
MAN (Operator)

Does he follow standards? Is he experienced?

Is he qualified?
Does he maintain good 
human relations?

Is his work efficiency acceptable?
Is he assigned to the right 
job?

Is he accountable? Is he willing to improve?

Is he problem conscious?
Is his work efficiency 
acceptable?

MACHINE (Facilities)

Does it meet production 
requirements?

Does it meet precision 
requirements?

Is the lubrication 
adequate?

Are there enough machine/ 
facilities?

Does it meet process capabilities?
Does it make any unusual 
noise?

Is the lubrication 
adequate? Is the layout adequate?

Is the operation 
interrupted due to machine 
troubles?


Is everything in good 
working order?

MATERIAL

Are there any mistakes in 
volume?

Is there any waste in 
material?

Are there impurities mixed 
in?

Is the storage layout 
adequate?

Are there any mistake in grade? Is the handling adequate?

Are there any mistakes in 
the brand name?

Is the work-in-progress 
abandoned?

Is the inventory level 
adequate?

Is the quality standard 
adequate?

METHOD

Are the work standards 
adequate?

Is the sequence of work 
adequate?

Is it a  method that ensures 
a good product?

Are lighting and ventilation 
adequate?

Is the work standard upgraded? Is the setup adequate?

Is it a safe method?
Are temperature and 
humidity adequate?

Is it an efficient method?
Adequate contact with the 
previous and the next 
process?


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SIX SIGMA - DMAIC

DEFINE

Define the problem and 
what customer requires 
1. Select Project – CTO’s
2. Create Project Charter
3. Develop High-level 

process map

Measure Defects and 
Process Operation
1. Identify project output 

metric
2. Develop data 

collection plan
3. Establish process 

baseline

Analyze the Data and 
Discover Causes of 
Defects
1. Identify root causes
2. Validate root causes 

and determine 
VITALFEW

3. Quantify the 
opportunity

Improve the process to 
remove causes of defects
1. Identify solution
2. Refine and test 

solutions
3. Cost benefit 

calculation

Control and monitor 
your improvement
1. Implement process 

control
2. Prepare roll-out 

solution
3. Project closure

MEASURE ANALYZE IMPROVE CONTROL

Project Initiation 
document and project 

selection
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“DRUM-ROPE-BUFFER”

Rope is a signal from a 
constraint (drum) 

indicating the amount of 
materials to be released

ROPE

Drum determines the total 
throughput of the entire 

system.

DRUM

Buffer Ensures a constraint 
for continuous operation

BUFFER

Workstation A Workstation B Workstation C

CONSTRAINT

Raw 
Materials

500 Units 600 Units
Work-In-
Process

400 units
Finish 
Good

Ship
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TOYOTA
PRODUCTION SYSTEM 

Providing operators or 
machines the ability to 

detect when an 
abnormal condition 

has occurred and 
immediately stop 

work.

Leveling the type and 
quantity of  

production over a 
fixed period of time

The right products 
in the right 

quantity and at the 
right time

The available 
production time 

divided by customer 
requirement

A method of 
production control 
where downstream 
activities signal their 
needs to upstream 

processes

Continuous 
improvement of an 

entire value stream or 
an individual process to 
create more value with 

less waste

Heijunka KaizenSTANDARDIZED WORK

Goal: highest quality, lowest cost, shortest lead time

Just-in-timeJidoka

• Takt Time

• Pull Production

• Continuous Flow

• Stop and notify of 
abnormalities

• Separate Human work 
and machine work

Pillar II
(Kiichiro Toyoda)

Pillar I
(Sakichi Toyoda)

STABILITY
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Unleash
Synergy

PARTNERSHIP
STRATEGY
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Strategy 
Pillars

Innovative Strategy 
that captures brand essence 
and brings in new audience

Mutual value creation Knowledge exchange Joint brand enhancement
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Our goal is to develop a sustainable growth strategy with realistic and trackable 
implementation. Below are some key metrics that we target. These metrics are 

designed to be indicative of the ROI of the key growth strategies

Success Metrics

Revenue growth

YEAR 1

Cost savings

Revenue growth

YEAR 3

Cost savings

25%

75%

50%

85%
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Establish a solid foundation with clear 
objectives, strategic goal alignment. 
Set up governance structures for the 
partnership.

Implement the agreed strategies 
through coordinated efforts, 
resource sharing, and continuous 
communication.

Assess partnership performance 
and adapt strategies as needed to 
optimize outcomes and ensure 
long-term success.

$2M
Increase in revenue

75%
Milestone completion

90%
Strategic alignment

Implementation Stages

STAGE 2

STAGE 1

STAGE 3
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Define partnership activities
Fill perspective of organization

• Created Value: What value do you need to create for your 
organization? This value should correlate to one of your priority 
areas. Desired Asset: What capabilities or resources do you need 
from your partner? 

• Offered Asset : What capabilities or resources can you offer your 
partner in exchange? 

• Transfer Activity: What activities are needed for the partners to 
transfer the desired assets to each other? The transfer activities 
should logically lead to the new value created.

Together, compare, connect, complete and discuss the 
following questions:

Is there a match between what is desired by each partner versus what 
each partner is willing to offer? 
Is there alignment on the value exchange activities? Are these one-off 
or limited time exchange activities, or are they recurring? 
Does the partnership create important value for each partner?
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Value check: How will the value created 
and accessed assets affect your 
organization’s value proposition and 
revenue model? (right side of the BMC-
Business Model Canvas) 

Cost check: How will the exchange 
activities affect your organization’s 
activities, resources and cost structures? 
(left side of the BMC)

Evaluate implications on 
business models
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Solar Freeze Real Life Example
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Partnership Canvas Real Life Example
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Partnership

Types of Key Partnerships:
• Strategic Alliances: Non-competing companies 

enter into mutually beneficial agreements to 
achieve common goals.

• Joint Ventures: Key partners with shared 
interests collaborate to develop new businesses, 
often in emerging markets, with each partner 
contributing resources.

• Co-opetition: Strategic partnerships aimed at risk 
reduction, particularly when introducing new 
products or accessing resources, where both 
parties work together toward a common 
objective.

• Buyer-Supplier Relationships: Most key 
partnerships involve buyer-supplier relationships, 
where one party exchanges money for products 
or services from the other.

Reasons for Key Partnerships:
• Optimization and Economies of Scale: 

Partnerships often aim to reduce costs through 
resource optimization, outsourcing, or 
infrastructure sharing.

• Risk and Uncertainty Reduction: Partnerships 
lower inherent risks, as partners prioritize each 
other’s needs and share risks, as seen in the 
collaboration on Blu-ray technology.

• Resource and Activities Acquisition: 
Businesses partner with entities that already 
possess necessary technology, processes, or 
infrastructure to avoid substantial investments. 
For example, Heineken partners with bars, 
covering equipment and décor costs in exchange 
for exclusivity.
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Partnership Advantage
Developing Sustainable Key Partnerships:

• Clarify Expectations: Before formalizing partnerships, 
organizations should openly discuss concerns to prevent 
potential conflicts in the future.

• Customer Impact: Evaluate partnerships from the 
perspective of various customer segments to ensure 
they align with the company’s values and goals. Lego 
and Shell’s partnership ended due to customer 
concerns.

• Selecting and Suspending Partnerships: Some 
partnerships may start well but become detrimental to 
both parties. Organizations should have the ability to 
exit such partnerships.

• Correct and Sustainable Agreements: Partnership 
agreements should be transparent, mutually beneficial, 
and legally sound. Legal representation can facilitate 
these agreements.

Key Takeaways:

• In the Business Model Canvas, Key 
Partners identify external entities crucial 
for performing key activities and 
delivering customer value.

• Companies enter into key partnerships 
for reasons such as optimization, cost 
reduction, risk mitigation, and resource 
acquisition.

• Sustainable key partnerships require 
clear expectations, customer impact 
assessment, the flexibility to terminate 
unviable partnerships, and well-defined, 
mutually beneficial agreements.
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Model Innovation
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GTM
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GO TO MARKETING (GTM) STRATEGY
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• 1st business objectives

• 2nd business objectives

• 3rd business objectives

• 4th business objectives

• 1st target market

• 2nd target market 

• 3rd target market

• 4th target market

• 1st target customer

• 2nd target customer

• 3rd target customer

• 4th target customer

• 1st offering here

• 2nd offering here

• 3rd offering here

• 4th offering here

• 1st channel here

• 2nd channel here

• 3rd channel here

• 4th channel here

Channels Differentiated 
Offerings Target

Customers Target
Markets Business 

Objectives

Key
Success
Factors

Key
Metrics

• 1st key metrics here

• 2nd key metrics here

• 3rd key metrics here

• 1st key success factor here

• 2nd key success factor here

• 3rd key success factor here

Marketing Strategy

• 1st marketing strategy

• 2nd marketing strategy

• 3rd marketing strategy

• 4th marketing strategy

• 5th marketing strategy

• 6th marketing strategy

• 7th marketing strategy

• 8th marketing strategy

GTM Strategy Map
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Product-Market Fit

PROBLEMS & NEEDS
WHY do your customers need to use your product/ 
service in order to get their job(s) done?

KEY FEATURES
The essential elements that your product or 
service must have to meet your customers’ 

needs and solve their problems.

CHARACTERISTICS & JOBS TO BE DONE
WHO is the typical customer for your product/ service and 
what job(s) he/she is trying to get done?

CUSTOMER SEGMENT

ALTERNATIVES
The approach(es) your customer is taking to get their 

job(s) done, including the tools they are using.

PRODUCT OR SERVICE

CHANNEL
HOW do your customers acquire your products/services?

VALUES FOR THE CHANNEL
The value your channel will get by offering 

and selling your product/

USER EXPERIENCE
What does your customer do with the product 
to get real value?

KEY METRICS
The key things to measure to know if your customer is 

getting real value. These key metrics will help you to know 
if you’ve achieved Product-Market Fit
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High 
Price

Low Price

Le
ss
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High 
Price
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a
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l

Our Company

Product Positioning Map

Low Price

M
ore 

N
atural

Competitor 1

Competitor 2

Competitor 3

Competitor 4
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Q1 Q2 Q3 Q4 Q1 Q2 Q3 Q4 Q1 Q2 Q3 Q4 Q1 Q2 Q3 Q4

YEAR 01 YEAR 02 YEAR 03 YEAR 04

Product B
01.01.2024
Brief Description

Product A
01.02.2023
Brief Description

Product B
01.02.2025
Brief Description

Product C
01.02.2026
Brief Description

Product C
01.08.2026
Brief Description

Product A
01.02.2027
Brief Description

GTM Roadmap
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0-14 15-24 25-54 55-64 65+

15% 9.9% 43.6% 13% 18.5%

AGE INCOME

36%
High

32%
Medium

32%
Low

36%
High school

39%
University

23%
Post grad

EDUCATION

51%
Female

49%
Male

GENDER

PLACE OF LIVING

Rural

City under
200k

City over
200k

19.8%

46.9%

33.3%

NON-LOCALS

4.7M

Demographic Overview
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Branding and Marketing

Brand, Solution, Message

Competitor Profile

Customer Profile Beta Customers/Advocates

Lead Gen Analytics

Partnership 2

Partnership 1

Brief Analysis

PR Blitz

Channel Management

Sales Strategy

Sales and Post Sales

Training

Virtual Sales

CRM & Pipeline Reporting Team Development

Best Practices & Opt.

Product and Service Management

Jan JulJunMayAprMarFeb

Projections

Business Plans Price DefinitionMarket Analysis

Market Requirements

Go/No Go
Mar 13, 20XX

Launch Beta
Mar 13, 20XX

General availability
Mar 13, 20XX

Research Strategy Action ConcurrentGTM 
Plan
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Audience

Market

Price

Sales

Competition

Business Focus

Innovators

Awareness

Low

Low

Very High

Small

Early Adopter

Growth

Increasing

Expanding

High

Expanding

Every Majority

Market Share

Moderate

high

High

High

Late Majority

Customer Retention

High

Flattening

Medium

Peaked

Laggard

Transition

Moderate

Moderate

Low

Contracting

End of Life

Renewed 
Growth

Introduction Growth Maturity Saturation Decline

GTM Progression Contraction
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Purpose

Brand 
attributes

Corporate brand
Positioning

Guidance for
Stakeholder

Specific message
Development

Innovative Tech driven Empathetic Open-minded Lasting

Company XYZ is the the leader in financial technology. We provide breakthrough and easy-to-use digital 
products to service and empower retail investor with information transparency, community unity, and ease of 

trades. 

Provide source of wealth-generation for retail investors

Personalized data Excellence in technology Community oriented Sustainable value for all

Value propositions

Topic priorities

Business priorities/Stakeholder research

Brand 
Positioning
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OPERATINAL EXCELLENCE
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The pillars of operational 
excellence

operational excellence splits in two – Lean and Six 
Sigma.



290 C L U S T I V

Operational excellence frameworks
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Operational excellence tools



292 C L U S T I V

Applying continuous improvement
Two core applications of continuous improvement exist – daily management and improvement projects.
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Building an excellence culture
When seeking operational excellence through continuous improvement, you cannot escape the 

importance of building the right culture. Try these suggestions for ensuring your culture is one of 
collaboration, openness, and learning:
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Building an 
excellence team

• As an operational leader, you are overseeing 
a complex portfolio of change. 

• That change ranges overall transformation of 
operations, to empowering individuals to 
participate in real improvement, all the way 
to overhauling processes. 

• To that end, there is a landscape of 
stakeholders who will influence your efforts.  

• To successfully navigate these, you must 
analyze these influencers, and that begins 
with a stakeholder mapping exercise using 
different tools. 

• Your improvement team exists to manage 
your journey to operational excellence and 
focus on implementing improvements in your 
business.

• Excellence is far-reaching, meaning many 
people form your landscape:

Coaches' improvement 
and supports cultural 
change, among other 
duties

The individual who 
owns the process post-
project

Receives education 
and openly 
participates in 
improvement culture

Establishes the 
improvement 
culture and 
shepherd's 
resources

Lead project teams, 
create project plans 
and share learnings

Agencies, Organizations, Teams, Individuals, and 
Customers impacted by project

Plan project, execute, 
measure and install 
new processes

Individuals, 
Supervisors, and 
Process Leaders who 
support project

Accountable for 
achieving 
improvement goals

Consulted for knowledge on a topic
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Operational excellence challenges
Overcoming these barriers is crucial for achieving operational excellence
1.Reason and purpose
The reason you are there and the shadow it can cast – you may be seen as being in 
the business to cut heads.
2.Leadership mentality
Are your leaders there to embrace change and support you, or will they act as 
resistors?
3.Existing knowledge and capability of people
Not every member of your improvement team will have the same capabilities or 
knowledge. Empower and nurture when appropriate.
4.The base operational standards as a stable foundation (including data availability 
and quality)
How available is data in your business, is it treated as gold dust, or is there a 
reluctance to listen to data and instead focus on narrative?
5.Fit for purpose method
Do not over-engineer, nor cut corners, and certainly do not apply an improvement 
framework ill-suited to the business.
6.Business as usual
Be it securing the right people for your improvement team, or simply winning the 
hearts and minds of staff who are in constant firefighting mode, the day to day can
take the spotlight over your improvement initiatives if not addressed effectively.
7.The risk and opportunity of technology solutions
We’re living in a COVID-19 world and that means there is plenty opportunity to 
embrace virtual continuous improvement, ensure your platforms links your 
improvement to your business’ strategy and demonstrates ROI.
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The ROI of operational excellence

The value of excellence is about more 
than financial gain:

There are two sources of value when it 
comes to operational excellence:
1. The what – the outcomes or benefits 

that can be delivered
2. The how – how it feels for the 

organization to deliver the above 
outcomes in an improvement driven 
way

Let’s look at 4 stats to prove the need for 
improvement, and 4 more that show you 
the benefits of continuous improvement:

Four stats you need to know
31%

of organizations fail to realize the benefits of their 
projects

--Wellington

35%
of CEOs are confident revenue will grow within 12 

months
--PwC

37%
of projects fail from a lack of defined objectives

PMI

40%
of professionals' struggle to link operations to strategy

--PEX
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The benefits of using operational excellence Tools

1. Standardized improvement
Project replication and standardized 
reporting at all levels of method application, 
making it easier for your teams to deliver 
improvement as you wish.

2. Increased strategic value
Increased strategic value of improvement 
activities through a clear alignment of 
investment with business priorities.

4. Greater productivity
Greater productivity through the elimination 
of non-value-adding effort via the 
automation of reporting and governance 
preparation and distribution.

3. Reduced project cycle times
Reduced project cycle times and subsequent 
increased project success rates through 
standard detailed plans and the ability to 
track progress of delivery.
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The numbers behind great strategy execution

These high performing organizations can effectively enable their staff to engage in execution, both by upskilling 
management and by creating an environment in which they are able to see how their actions link to strategy.

Higher-performing companies – characterized by above average revenue growth and profitability – are consistently 
more likely to demonstrate higher organizational alignment to strategy, a greater confidence in, and stronger mindset 
towards, transformation goals, as well as greater access to tools and capabilities to execute effectively

What separates high and low performing organizations?
 High performing organizations 
•  42% of leaders at high performing companies report 

that they have the tools and capabilities to execute 
strategy.

• 56% of these leaders report that their workforce has 
better belief in well defined goals.

• 52% report strong organizational alignment to 
strategy. 

Low performing organizations
• Only 12% of leaders at lower performing organizations 

report that they have the tools and capabilities to 
execute strategy 

• 28% of these leaders report that their workforce 
understands their transformation goals 

• Only 32% report strong alignment and commitment to 
strategy. 

Tool & Capabilities Clearly Defined Goals Alignment of Strategy
0%

10%

20%

30%

40%

50%

60%

42%

56%
52%

12%

28%
32%

The presence of strategy execution levers is linked with company performance

High Performers Low performers

Source: The Economist Intelligence Unit Harvard Business Review, How the most successful teams bridge the strategy execution gap
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Making Value Flow
Conducting effective value stream 

mapping to delight your customers, 
time after time.
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Operational 
The fielding and delivery of the goods and 
services made through the Development 
stream. 

Development
The steps taken to create the goods and 
services, including value-enabling support 
streams, e.g. recruitment or onboarding. 

Complex 
Complex work which goes beyond existing 
operations, e.g., New Product Development.

What are the different types? 

1

2

3
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What does a Value Stream Map look like?
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Run through your existing flow, 
identifying points of contention, 
and when handovers impact 
value.

Take your learnings from the 
current state and visualize the idea 
flow after addressing challenges 

using SECAR1 methodology.

Current Future

While a current state VSM 
is great for understanding 
how things currently 
work, we do need to look 
to the future. It is only by 
setting out the ideal state 
that you can know where 
you aim to be and ensure 
you reach that point.

Finding your ideal state

1---
•Simplify – can you process improve, take out the waste?
•Eliminate – can you eliminate the need for the process in the first place (link to VOC)?
•Consolidate – can you merge some processes or the capacity that is delivering that?
•Automate – can technology support your delivery?
•Reallocate – should somebody else (e.g. upstream) be doing this work?



303 C L U S T I V

Value Stream 
Mapping?

• Visual prompt
 It creates a visual prompt that helps you see 
the entire stream of work, how it creates value, 
where it breaks down, and the role everyone 
plays.

• Customer-centric 
The maps connect work to your customer, 
addressing the change management challenge 
of shifting internally focused staff to the 
external, customer concerned thinking 
approach.

• Simplification 
You can simplify the complex, making it easier to 
appreciate the work that goes into delighting 
customers.

•  Knock down 
siloes Organizational thinking prevails, with the 
map allowing you to zoom out from a particular 
process and see how parts of the workflow 
could break down, giving you areas to prioritize 
and improve, which results in real value. 
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1. Different shades of reality The biggest challenge is 
knowing the difference between what happens in 
a process and what should happen. Just how easy 
is it to remember cycle times, batch sizes, or any 
information that comes in a handover, if this is not 
recorded nor observed? That can form gaps in the 
map. Seeing the reality of what happens around us 
is challenging. There is only so much we can do 
between thinking, acting, and recalling our actions. 
That is why a Gemba is crucial to Operational 
Excellence and is so with VSM.

2. The devil is in the detail  While looking at data and 
understanding your value flow is a core part of the 
exercise, it is easy to overload information and 
want to map every step of a journey and its 
process, and the only way to curb this is to focus 
on a portion of the journey, not the whole. 

...the challenges? 
4. Attendees not supporting the resulting improvement 

projects Th beauty of VSMs is that the people who 
conduct the work are present. They are working with 
other stakeholders to find the issues in their processes 
which need to be addressed. It would be a failing of 
your approach if you did not take the results of the 
exercise and form improvement projects which don't 
feature those people.

5. Functional siloes VSMs are limited in their impact 
when the exercise is limited to certain functions of 
your business. If you only invite Customer Success to 
your mapping efforts, ignoring Sales, Marketing, and 
Product, you miss the chance to involve fresh 
perspectives, and limit the vision of what is possible 
with the future state. 

6. One and done Do not be tempted to conduct your 
VSM and never return to analyze. The process should 
be repeated, with the future state as your True North 
of where you want to be. 
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BUSINESS PLAN 
& 

ENTREPRENEURSHIP
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Problem
More than 8 out of 10 new businesses fail

82%

18%

New businesses failure rate (%)

Failure rate Success rate

Source: Consolidation of multiple surveys from New York Times, Harvard Business Review, and Australian Financial Review



307 C L U S T I V

Root causes of the problem
There are 7 main reasons why so many businesses fail.

La
ck
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arketing pro
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Team pro
blems

Fin
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Tech
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0%

5%

10%

15%

20%

25%

30%

35%

40%
34%

22%
18%

16%

6%
2% 2%

Main reasons for failure of new businesses (%)

Source: Consolidation of multiple surveys from New York Times, Harvard Business Review, and Australian Financial Review
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Create your business 
model and identify your 

critical assumptions

21

Implement your business 
plan and gather more data

5

Gather data to validate or 
invalidate your most critical 

assumptions

3

Define your business 
plan

4 6

Update your business plan

Update your business model canvas 
and assumptions

Update your business model canvas and 
assumptions

Update the score of your business 
idea

6 Phase Iterative Approach
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I. Generate business 
ideas & select the most 

promising one

II. Define your business 
model & identify your 
critical assumptions

IV. Build a business plan

1. Business idea generator

2. Business ideas 
prioritization

III. Gather data to 
validate or invalidate 

your critical 
assumptions

V. Implement your 
business plan and 
gather more data

1. Key partners

2. Key activities

3. Key resources

4. Value propositions

5. Customer relationships

6. Channels

7. Customer segments

8. Cost structure

9. Revenue stream

10.Identify your most critical 
assumptions

1. Data required to validate 
or invalidate our critical 
assumptions 

2. Methods to get the 
required data

3. New data and insights

4. Impacts on our business 
model and business ideas 
prioritization

1. Problem to solve & 
solution

2. Mission, vision & 
strategic objectives

3. Target market

4. Market analysis

5. Competitor analysis

6. Marketing plan

7. Business structure

8. Financial plan

1. Stakeholder management

2. Key performance 
indicators (KPIs) 
dashboard

3. Action plan

4. Monthly budget

5. New data and insights

6. Impacts on our business 
plan and business model

VI. Estimate the value 
of your business and 

raise funds

1. Company’s financial 
performance analysis
• Income statement
• Balance sheet statement
• Cash flow statement
• Financial ratios
• Sales breakdown analysis
• Cost breakdown analysis

2. Top 3 business valuation 
methods
• Discounted cash flow
• Comparable company 

analysis
• Precedent transaction 

analysis

3. Venture Capital 101

4. Investor & Startup Term Sheet
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Many people believe that they will never be able to create their own business because they think that they are not creative enough to generate good 
business ideas. Well, the good news is that you do not really need to be creative to generate good business ideas. All you need to be is methodical, by 
following these 5 simple steps:

1. Identify problems (or unfulfilled needs) that you or someone else face. Every week, you should witness multiple problems that 
you or someone else face. All you need to do is to write them on our “Business Idea Generator” Excel sheet.

2. Describe the current solution (if any) to this problem (or unfulfilled need). If there are already great solutions delivered by many 
great companies, it is probably wise to go directly to your next problem to be solved.

3. Describe your potential solution to this problem (or unfulfilled need). The solution is usually a product or service that would 
solve the problem. If there is already a current solution, your potential solution should emphasize a unique selling proposition that 
make your product/service better, or at least different.

4. Rate your solution by using these 4 criteria:
• Feasibility
• Desirability
• Viability
• Personal interest

5. Prioritize the business idea that has the best score.

To easily implement these 5 steps, you will need to use the Excel document “Business idea generator and prioritization”. While step 1 can be done daily (or whenever you 
witness a problem during your day), steps 2, 3, 4, and 5 are usually done once a month. 

Step-by-step framework to generate business ideas and prioritize 
them
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We recommend using of 4 criteria to rate and prioritize your 
business ideas

Desirability

     Viability          Feasibility

What is the potential 
demand for this product 
or service?

What is the feasibility 
of delivering this 
product or service?

What would be 
the profitability of 
this business idea?

What is your level of 
interest in trying to solve 
this problem?

Personal 
interest+

Strategic Fit
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“Business idea generator and prioritization”  to help in listing, rating and prioritizing business ideas
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I. Generate business 
ideas & select the most 

promising one

II. Define your business 
model & identify your 
critical assumptions

IV. Build a business plan

1. Business idea generator

2. Business ideas 
prioritization

III. Gather data to 
validate or invalidate 

your critical 
assumptions

V. Implement your 
business plan and 
gather more data

1. Key partners

2. Key activities

3. Key resources

4. Value propositions

5. Customer relationships

6. Channels

7. Customer segments

8. Cost structure

9. Revenue stream

10.Identify your most critical 
assumptions

1. Data required to validate 
or invalidate our critical 
assumptions 

2. Methods to get the 
required data

3. New data and insights

4. Impacts on our business 
model and business ideas 
prioritization

1. Problem to solve & 
solution

2. Mission, vision & 
strategic objectives

3. Target market

4. Market analysis

5. Competitor analysis

6. Marketing plan

7. Business structure

8. Financial plan

1. Stakeholder management

2. Key performance 
indicators (KPIs) 
dashboard

3. Action plan

4. Monthly budget

5. New data and insights

6. Impacts on our business 
plan and business model

VI. Estimate the value 
of your business and 

raise funds

1. Company’s financial 
performance analysis
• Income statement
• Balance sheet statement
• Cash flow statement
• Financial ratios
• Sales breakdown analysis
• Cost breakdown analysis

2. Top 3 business valuation 
methods
• Discounted cash flow
• Comparable company 

analysis
• Precedent transaction 

analysis

3. Venture Capital 101

4. Investor & Startup Term Sheet
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What is the purpose of a Business Model Canvas?

• A Business Model describes the rationale for how an organization creates, delivers, and captures value.

• A Business Model Canvas is a lean strategic management tool that will help you develop new business 
models or improve existing ones. It includes 9 building blocks, which were initially proposed in 2005 by 
Alexander Osterwalder:

1. Key Partners

2. Key Activities

3. Key Resources

4. Value Propositions

5. Customer Relationships

6. Channels

7. Customer Segments

8. Cost Structure

9. Revenue Stream

Feasibility: Can the company deliver its products and services?

Viability: Can the company be profitable? 

Desirability: Is there customer demand for the company’s products and services?
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Best practices to effectively use the Business Model Canvas

• When we use the Business Model Canvas with our clients, we usually like to organize workshops with key 
stakeholders. 

• The most common mistake we’ve noticed over the years is when a CEO only invites the Corporate & Business 
Strategy team to the workshops. The stakeholders need to come from different functions such as Corporate & 
Business Strategy, Finance, Sales, and Marketing. That way your business model will be designed or refined based 
on many different perspectives, and the different functions will feel better engaged. And the more they feel 
engaged, the better they will commit to the implementation of the business model.

• We usually place an extra-large size (e.g., A1) version of the Business Model Canvas (see next slide) on the wall so 
groups of people can jointly start sketching and discussing business model elements using post-it notes or board 
markers. Many of our clients also like to simply project the Business Model Canvas on a big screen using 
PowerPoint, with one person responsible for writing the stakeholders’ inputs in real time. When available, we also 
like to use an interactive display whiteboard such as Google Jam board. Interactive display whiteboards are great 
tools, especially when you have stakeholders attending your workshop online, which seems to be increasingly the 
case. 

• Please note that defining your business model should be an iterative process that will be refined along the way. 
The first version of your business model will include many hypotheses. The idea is to test these to quickly validate 
or invalidate them. Start by testing the most critical hypotheses.
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Business Model Canvas
Tutorial 

Key Partners

• List the key partners that will 
help you optimize your 
operations, reduce your risks, 
and gain a competitive 
advantage. 

Value Propositions

• Define the problem you are 
trying to solve, or the needs 
you are trying to meet.

• List the products and services 
you offer to solve the problem 
or meet the needs of your 
customers.

• Also include in this section 
your unique selling proposition 
(USP) that will distinguish you 
from your competitors.

Key Activities

• List the most important 
activities required to implement 
the company's value 
proposition.

Customer Relationships

• Identify the type of relationship 
you want to create with your 
customer segments. How will 
you interact with them?

Cost Structure

• Estimate how much you are planning to spend on product development, marketing, 
sales, website design and development, etc.

Revenue Stream

• Estimate how much you are planning to earn from your different sources of revenue.

• Estimate your earnings based on your costs and revenues.

Customer Segments

• Identify which customers you 
try to serve (e.g., age, gender, 
location, interests, languages, 
habits). 

Key Resources

• List the resources that are 
necessary to create value for 
your customers. These 
resources could be human, 
financial, physical, and 
intellectual.

Channels

• List the different channels you 
will be using to deliver your 
value proposition to your 
targeted customers. An 
organization can reach its 
clients through its own 
channels, partner channels, or 
a combination of both.

Feasibility Desirability ViabilityCaption:
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Source:
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I. Generate business 
ideas & select the most 

promising one

II. Define your business 
model & identify your 
critical assumptions

IV. Build a business plan

1. Business idea generator

2. Business ideas 
prioritization

III. Gather data to 
validate or invalidate 

your critical 
assumptions

V. Implement your 
business plan and 
gather more data

1. Key partners

2. Key activities

3. Key resources

4. Value propositions

5. Customer relationships

6. Channels

7. Customer segments

8. Cost structure

9. Revenue stream

10.Identify your most critical 
assumptions

1. Data required to validate 
or invalidate our critical 
assumptions 

2. Methods to get the 
required data

3. New data and insights

4. Impacts on our business 
model and business ideas 
prioritization

1. Problem to solve & 
solution

2. Mission, vision & 
strategic objectives

3. Target market

4. Market analysis

5. Competitor analysis

6. Marketing plan

7. Business structure

8. Financial plan

1. Stakeholder management

2. Key performance 
indicators (KPIs) 
dashboard

3. Action plan

4. Monthly budget

5. New data and insights

6. Impacts on our business 
plan and business model

VI. Estimate the value 
of your business and 

raise funds

1. Company’s financial 
performance analysis
• Income statement
• Balance sheet statement
• Cash flow statement
• Financial ratios
• Sales breakdown analysis
• Cost breakdown analysis

2. Top 3 business valuation 
methods
• Discounted cash flow
• Comparable company 

analysis
• Precedent transaction 

analysis

3. Venture Capital 101

4. Investor & Startup Term Sheet
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Business plan key success factors 

A business plan must be…

… well structured

… simple

… concise

… visually 
attractive

1

2

3

4
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An effective business plan needs to answer the following 
10 questions:

What is your current situation?

What is your vision?

How will you reach your vision?

What do you offer?

How big is the market you are entering?

Who are the key players?

How will you differentiate yourself?

What will be your marketing plan?

What are the economics of your 
business?

What is the capital requirement to get your 
business started?

Effective 
Business Plan
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Business Plan Canvas

Problem & Solution

• Insert your own text

Mission, Vision & Values

• Insert your own text

Strategic Objectives

• Insert your own text

Market Analysis

• Insert your own text

Financial Plan

• Insert your own text

Business Valuation

• Insert your own text

Marketing Plan

• Insert your own text

Business Structure

• Insert your own text

Competitor Analysis

• Insert your own text
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Competitor Comparison (1/2)
Replace this text with the main takeaway from this slide.

Revenue Profit Market share Main activity Number of 
employees Product quality Insert your own text

Competitor A Insert your own text Insert your own text Insert your own text Insert your own text Insert your own text Insert your own text Insert your own text

Competitor B Insert your own text Insert your own text Insert your own text Insert your own text Insert your own text Insert your own text Insert your own text

Competitor D Insert your own text Insert your own text Insert your own text Insert your own text Insert your own text Insert your own text Insert your own text

Insert your own text Insert your own text Insert your own text Insert your own text Insert your own text Insert your own text Insert your own text Insert your own text

Insert your own text Insert your own text Insert your own text Insert your own text Insert your own text Insert your own text Insert your own text Insert your own text

Insert your own text Insert your own text Insert your own text Insert your own text Insert your own text Insert your own text Insert your own text Insert your own text

Insert your own text Insert your own text Insert your own text Insert your own text Insert your own text Insert your own text Insert your own text Insert your own text

Insert your own text Insert your own text Insert your own text Insert your own text Insert your own text Insert your own text Insert your own text Insert your own text

Insert your own text Insert your own text Insert your own text Insert your own text Insert your own text Insert your own text Insert your own text Insert your own text

Insert your own text Insert your own text Insert your own text Insert your own text Insert your own text Insert your own text Insert your own text Insert your own text

Compare your competitors on the 
most relevant criteria. These will 
depend on your industry and 
what you want to emphasize
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PESTLE Analysis

PESTLE

S

E L

Legal
• Replace the text by your own text
• Replace the text by your own text
• Replace the text by your own text
• Replace the text by your own text

Environmental
• Replace the text by your own text
• Replace the text by your own text
• Replace the text by your own text
• Replace the text by your own text

P

E

T

Technological
• Replace the text by your own text
• Replace the text by your own text
• Replace the text by your own text
• Replace the text by your own text

Political
• Replace the text by your own text
• Replace the text by your own text
• Replace the text by your own text
• Replace the text by your own text

Economic
• Replace the text by your own text
• Replace the text by your own text
• Replace the text by your own text
• Replace the text by your own text

Social
• Replace the text by your own text
• Replace the text by your own text
• Replace the text by your own text
• Replace the text by your own text

Insert here any political factors that impact or could 
potentially impact the Business. These political factors 
can be local, national or international.

Examples: A new government, a new initiative, a change 
of policy, etc.

Insert here any Economic factors that impact or could 
potentially impact the Business.

Examples: A change in disposable income, an economic 
downturns, the availability of bank loans, etc.

Insert here any Social factors that impact or could 
potentially impact the Business.

Examples: The demographic change of a company’s 
customers, a change in the cultural habits of the 
population, a change in lifestyle, etc.



324 C L U S T I V

Products & Services

Product name Key Customer Benefits Key Features Unique Selling Proposition (USP)

Product A AI accelerators Insert your own text Insert your own text

Product B Stable performance Insert your own text Insert your own text

Product C Cortex based GUI Insert your own text Insert your own text
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Products & Services

325

Product name Key Customer Benefits Key Features Unique Selling Proposition (USP)

Insert the name 
of your product 
or service

A Product Benefit is what the user 
gets from the product rather than its 
physical characteristics or features

Features mean the characteristics 
by which products are identified and 
differentiated. It usually comprises 
shapes, colors, functions and uses

It defines your company’s unique 
position in the marketplace. It is an 
often overlooked but very important 
element of creating a business that 
customers love. A strong unique 
selling proposition allows you to 
stand apart from competitors and 
actively focus your energy on 
creating things that cater to your 
ideal group of customers
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Financial Statements Forecast
Income Statement
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Financial Statements Forecast
Income Statement
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Financial Statements Forecast
Cash Flow Statement
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I. Generate business 
ideas & select the most 

promising one

II. Define your business 
model & identify your 
critical assumptions

IV. Build a business plan

1. Business idea generator

2. Business ideas 
prioritization

III. Gather data to 
validate or invalidate 

your critical 
assumptions

V. Implement your 
business plan and 
gather more data

1. Key partners

2. Key activities

3. Key resources

4. Value propositions

5. Customer relationships

6. Channels

7. Customer segments

8. Cost structure

9. Revenue stream

10.Identify your most critical 
assumptions

1. Data required to validate 
or invalidate our critical 
assumptions 

2. Methods to get the 
required data

3. New data and insights

4. Impacts on our business 
model and business ideas 
prioritization

1. Problem to solve & 
solution

2. Mission, vision & 
strategic objectives

3. Target market

4. Market analysis

5. Competitor analysis

6. Marketing plan

7. Business structure

8. Financial plan

1. Stakeholder management

2. Key performance 
indicators (KPIs) 
dashboard

3. Action plan

4. Monthly budget

5. New data and insights

6. Impacts on our business 
plan and business model

VI. Estimate the value 
of your business and 

raise funds

1. Company’s financial 
performance analysis
• Income statement
• Balance sheet statement
• Cash flow statement
• Financial ratios
• Sales breakdown analysis
• Cost breakdown analysis

2. Top 3 business valuation 
methods
• Discounted cash flow
• Comparable company 

analysis
• Precedent transaction 

analysis

3. Venture Capital 101

4. Investor & Startup Term Sheet
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Total Cost
$40k

Chief Marketing Officer
John Doe

Net Cash Flow ($k)

Founder & CEO
John Doe

Key Past Milestones
• Insert your own text
• Insert your own text
• Insert your own text

Capital
$100k

Total Revenue
$10k

Chief Financial Officer
John Doe

Key Current Milestones
• Insert your own text
• Insert your own text
• Insert your own text

Key Future Milestones
• Insert your own text
• Insert your own text
• Insert your own text

Jan Feb Mar Apr May Jun Jul Aug Sep Oct Nov Dec
$0 

$2 

$4 

$6 

$8 

$10 

$12 

Key Performance Indicator (KPI) Dashboard
Business name: logo
Vision: Insert here
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I. Generate business 
ideas & select the most 

promising one

II. Define your business 
model & identify your 
critical assumptions

IV. Build a business plan

1. Business idea generator

2. Business ideas 
prioritization

III. Gather data to 
validate or invalidate 

your critical 
assumptions

V. Implement your 
business plan and 
gather more data

1. Key partners

2. Key activities

3. Key resources

4. Value propositions

5. Customer relationships

6. Channels

7. Customer segments

8. Cost structure

9. Revenue stream

10.Identify your most critical 
assumptions

1. Data required to validate 
or invalidate our critical 
assumptions 

2. Methods to get the 
required data

3. New data and insights

4. Impacts on our business 
model and business ideas 
prioritization

1. Problem to solve & 
solution

2. Mission, vision & 
strategic objectives

3. Target market

4. Market analysis

5. Competitor analysis

6. Marketing plan

7. Business structure

8. Financial plan

1. Stakeholder management

2. Key performance 
indicators (KPIs) 
dashboard

3. Action plan

4. Monthly budget

5. New data and insights

6. Impacts on our business 
plan and business model

VI. Estimate the value 
of your business and 

raise funds

1. Company’s financial 
performance analysis
• Income statement
• Balance sheet statement
• Cash flow statement
• Financial ratios
• Sales breakdown analysis
• Cost breakdown analysis

2. Top 3 business valuation 
methods
• Discounted cash flow
• Comparable company 

analysis
• Precedent transaction 

analysis

3. Venture Capital 101

4. Investor & Startup Term Sheet
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There are 6 categories of financial ratio that can be used to analyze a company’s performance

1.Efficiency 
ratios

2.Solvency 
ratios

3.Liquidity 
ratios

4.Profitability 
ratios

5.Leverage 
ratios

6.Return on 
investment 

ratios
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1365 / turnover ratio gives you the days outstanding
2The average equals the value at the beginning of the year + the value at the end of the year divided by 2

Formula2 Definition2 ResultRatio1

COGS / Average inventory The length of time it takes a company to sell 
inventory

Insert your own textInventory turnover 
ratio

Sales / Average accounts 
receivable

The length of time it takes a company to collect 
accounts receivable

Insert your own text
Accounts 

receivable 
turnover ratio

COGS / Average accounts 
payable

The length of time it takes a company to pay its 
creditors

Insert your own textAccounts payable 
turnover ratio

Sales / Average net assets The efficiency of asset usage within a company Insert your own textAsset turnover 
ratio

Sales / Average fixed 
assets

The efficiency of fixed asset usage within a 
company

Insert your own textFixed asset 
turnover ratio

Sales / Average working 
capital

How effectively is a company using its working 
capital 
(= current assets – current liabilities) to generate 
sales

Insert your own textWorking capital 
turnover ratio

1.Efficiency ratios are typically used to analyze how well a company uses its assets and liabilities 
internally
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Step 1 - Open the document “Discounted Cash Flow Model” and fill in the cover page
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Step 2 - Apply the same steps described in the documents. Three Financial Statements 
Model”

The Three Financial Statements Model is often 
used as the foundations of most models. In 
other words, to create a DCF Model, you need 
to first create a Three Financial Statements 
Model 
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Step 3 - Insert your assumptions in the building block “Discounted Cash Flow”
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Step 4 - Estimate the Unlevered Free Cash Flow

Ideally all these figures should be pulled from either the income 
statement or the Balance sheet

Since $1 earned in the future is worth less than $1 earned today, 
it is important to calculate the Net Present Value of Unlevered 
Free Cash Flow
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Step 5 - Calculate the Net Present Value (NPV) of Unlevered Free Cash Flow

Since $1 earned in the future is worth less than $1 earned today, 
it is important to calculate the Net Present Value of Unlevered 
Free Cash Flow
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Future of 
Automotive 

with AI/GenAI
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GEN AI TAM
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The Value Proposition Canvas

Customer Segment: Small local shopValue Proposition
Pr

od
uc

ts
 &

 S
er

vi
ce

s
Custom

er Jobs

Gain Creators

Pain Relievers

Gains

Pains

Sleek CRM

Best price comparison

You might miss at home

Discounts only for you

A gift for you

Low sales goods

Information about customer

Customer’s overview Sell now

Customer’s shopping history

Surprise customer

Personalized discounts

Better relationship with customers
Order goods

Unknown customer’s preferences

Unknown lifetime value of customers

Losses due to undisposed items

Too wide offering, high costs

Unknown sales track

Identify needs

Sell goods

Discounts

Marketing
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Value Proposition Statement

Structure

B2B businesses

Have trouble reducing energy to meet 1.5 degree C goal 

Product would be able to reduce energy 

Software/Hardware

FOR

WHO

OUR

IS

THAT Reduce cost by 20%

Example

For B2B businesses who have trouble 
reducing energy to meet 1.5o C goal, our Our 
product is able t reduce energy is 
software/Hardware product that brings 20% 
reduction in end cost.
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o Imitation learning techniques can disrupt the $23.4 
billion intelligent process automation (IPA) market.

o The IPA market has evolved from the conventional 
robotic process automation market to incorporate 
process mining and task mining. 

o The latter two product types track user processes to 
automate common workflows. Incorporation of 
machine learning into these products remains 
limited, with high latency for updating predictive 
models. General-purpose AI models may be able to 
apply inferences from foundation models 
incorporating imitation learning to replicate human 
actions in near-real-time across a wide domain. 

o Incumbents may find themselves behind in the 
application of state-of-the-art AI techniques to 
process automation

IPA MARKET
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349

58M
Target Market

200M
Serviceable Market

334M
Total Addressable Market

TOTAL MARKET SHARE: 10%

MARKET SIZE

Our target market consists of EMEA 
region B2B2C ADAS, HMI Market, 
where  companies are looking for 
Faster, Better, Cheaper Everywhere
 Gen AI solutions.
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With AIW/O AI

Ex
pe

ns
iv

e
Aff

or
da

bl
e

COMPETITIVE 
MATRIX

Our company offers the most affordable 
and easy to integrate Gen AI solutions to 
maximizes customers earnings

CLUSTIVClustiv Competitor A

Clustiv Competitor F

Clustiv Competitor C

Clustiv Competitor E

Clustiv Competitor B

Clustiv Competitor G
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COMPETITIVE 
ADVANTAGE

OUR COMPANY

High Margin

Easy to deploy

Benefits in Software

Good Branding

Ease of Use

Easy to adopt

Used on all platforms

COMPETITORS

High Margin

Easy Transaction

Benefits in Software

Good Branding

Ease of Use

Easy to adopt

Used on all platforms
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Total amount of transaction

TDB
50%10% 20% 30% 40%50% 10%20%30%40%

Total revenue 

generated for us

B2B Sales revenue

Profit on Sales

We have a very simple transaction-
driven business model. Its simplicity and 

scalability give us a great growth 
advantage.

BUSINESS MODEL

TDB

NA
TDB
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GEN AI USE CASES
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Deploy, Reshape, 
Invent

No single approach can capture the full scope of what Gen AI offers. Instead, executives should 
evaluate their opportunities across three broad value plays:
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Gen AI enables a Personalized, frictionless 
consumer journeya consumer goods company is building a Gen AI-powered conversational assistant to provide customers with 

personalized diagnostics, trend discovery, product recommendations, and virtual try-on services. The company is just now 
starting to explore many new direct-to-consumer interactions—interactions that may take a bigger role in the overall 

value chain. 
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Delivering Gen AI Value
The Deploy, Reshape, and Invent value plays are not mutually exclusive. You’ll get more from Gen AI by balancing initiatives 
across all three plays. Put in place the specific technology backbone and responsible AI policies for each, and get your people 

excited about each initiative—there’s no magic without them, after all.

     As you pursue the three value plays, keep these core principles in mind:
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Developing an AI policy encompasses 
crucial considerations, including the 
following:

• alignment with business strategy 

• adherence to organizational values 

• evaluation of risk tolerance 

compliance with legal requirements 

• understanding the risk environment 

assessing the impact on stakeholders

Put emphasis on identifying opportunities where AI technologies are in a unique position to add value, provide innovative solutions, and 
contribute to your business KPIs.
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Revenue generation, cost reduction, risk mitigation, and 
strategic alignment.

When selecting these use cases, anticipate the potential 
impact on your business, the feasibility of 
implementation, and data availability. Use cases with a 
clear ROI and alignment with business objectives should 
be prioritized.

Another approach is going after building an AI portfolio with a mix of 
quick-win projects for immediate impact and long-term projects for 
strategic advantage. Quick wins involve optimizing simple touchpoints, 
often using off-the-shelf ML, to expose the organization to AI potential 
and build consensus. Long-term projects aim to redefine entire 
processes, such as automating entire workflows.
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Feasibility Analiysis key factors
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AI Risk Assessment

• While feasibility focuses on project viability, risk 
assessment identifies and mitigates potential negative 
impacts.

• This step has become increasingly important due to 
growing awareness and concern over the ethical 
implications of AI. The evaluation is usually 
proportional to the AI system's potential impact.

• An AI Risk Assessment helps organizations evaluate 
the risks and benefits associated with deploying AI 
technology in a specific use case.
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AI Risk Assessment

• By conducting a rigorous cost-benefit analysis, 
organizations can make informed decisions about 
resource allocation, project prioritization, and the 
overall feasibility of AI initiatives.

• This analysis is a vital tool for assessing whether 
the potential gains outweigh the investments, 
helping organizations select and prioritize use cases 
that align with their strategic objectives and offer 
the most substantial value.



362 C L U S T I V

Accelerating the Journey
Companies in all sectors are moving fast to realize meaningful gains through generative AI. Executives should use this 
one-year mark as an impetus to accelerate their organization’s journey. Here’s how to get started:

• Establish a solid foundation: Create a secure environment for the company to grow its exploration of 
Gen AI. Develop training, guardrails, and cybersecurity practices to drive safe, responsible, and 
informative experimentation.

• Prioritize your value plays. Strive for a balanced portfolio of initiatives across the Deploy, Reshape, 
and Invent plays to lock in table-stakes requirements, find short-term productivity gains, and reach for 
lasting competitiveness.

• Steer the organization to the best ways to realize value. Focus on the best opportunities to link Gen 
AI with positive results. Avoid getting lured in by flashy Gen AI functions that don’t align with specific 
business objectives.

• Accelerate enterprise learning. Invest in coordinated experimentation at both the local and global 
levels. Given the speed of Gen AI’s evolution, companies can’t afford to have disparate teams 
embarking on their own individual learning journeys. Continuous, widespread learning is the best way 
to keep in step with the latest capabilities, and teams throughout a business should share what they 
learn as often as possible.

• Envision your organization’s future advantage. Eventually, the playing field will normalize; every 
company throughout a sector will implement generative AI tools, and some competitive advantages 
that a business enjoys today will grow less pronounced. But Gen AI will also offer new advantages as it 
continues to evolve—especially data-quality superiority, speed, and agility. Anticipate where the most 
promising opportunities will be over the next three to five years and begin factoring these areas into 
your learning roadmaps.
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Business Benefits of GEN AI

Expanding labor productivity 

Personalizing customer experience

Accelerating R&D through generative design 

Emerging new business models 
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Controlling Risk of GEN AI in Global Business Services
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Designing a GEN AI CoE (Center of Excellence)
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50
%Facilitate employee learning 
and training

65
%Reduce manual or 

repetitive tasks

45
%Improve recruiting and 

human resources

35
%Address skills gap with 
leadership pipeline

AI ADOPTION
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AI DEVELOPMENT HYPE CYCLE

Innovation 
Trigger

Peak to Inflated 
Expectations

Through of 
Disillusionment

Slope of 
Enlightenment

Plateau of 
Productivity

Decision Intelligence

AI Governance

Automation Platform

Machine Learning

Natural Language

Computer Vision

Our Current Strategic Focus

Competitor’s Current Focus

EX
PE

CT
AT

IO
N

S

TIME

Generative AI
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CORPORATE USE CASES

Business Value

Income/Cash 
Improvement Efficiency

Reporting/ 
Forecasting 

Accuracy

Audit/ 
Compliance

Feasibility

Technical 
Feasibility

Data 
Feasibility

Organization
al Feasibility

Demand/Revenue 
Forecasting

Anomaly & Error Detection

Decision Support

POC Revenue Forecasting

Cash Collection

Very High

HighNone

Medium

Low
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AI-INTEGRATED
PRODUCT MIX

1. Earn

2. Entice & 
Defend

3. Expand the 
Pie

4. 
Experiment
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Actions related to the 4 pillars of GenAI strategy 3. Expand the 
Pie

*Gartner
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Key components of your AI strategy framework3. Expand the 
Pie

*Gartner
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Then, specify how GenAI will drive business goals3. Expand the 
Pie

*Gartner
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Also, set AI success metrics3. Expand the 
Pie

*Gartner
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Remove organizational barriers to capturing value3. Expand the 
Pie

*Gartner
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Assess and mitigate risks3. Expand the 
Pie

*Gartner
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Prioritize projects that are valuable and feasible3. Expand the 
Pie

*Gartner
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END-TO-END AUTOMATION CAPABILITIES

Authentication

Cognitive IVR

Chatbots

Robotic 
Process 

Automation

Triage,
Case Mgmt

Forecasting, Scheduling

Post Interaction Work Automatic Process Discovery

Voice of the EmployeeVoice of the Customer

Bots SupervisionPredictive Routing

Employee Assist

Predictive 
Analytics

Recruiting, 
training, 
retention

Omni 
Channel 

CX

Business 
Process 

Automation

CUSTOMER
Voice, chat, text, email, 

web, mobile, social, 
assistant

SYSTEMS
CRM, ERP, Billing, 

HR Systems

Predictive Engagement

Machin
e

Human
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In
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O
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Im
pr

es
si

on

Th
e 

Jo
b

Re
la

te
d

Role
Which persona or executor performs this job?

Step
What part of the customer journey is this?

What situation or condition triggers the job?
Context

Lower Jobs
Which (more functional) jobs are part of this?

Other Jobs
Which other jobs come before and after this?

Which (more aspirational) job is this a part of?
Higher Job

Activities
What is the customer doing? What 
intrinsically driven activities are stable over 
time and solution-agnostic? How will you 
close the happiness gap?

Outcomes
What does the customer achieve? What 
extrinsically driven outcomes are stable 
over time and solution-agnostic? How will 
you close the happiness gap?

Competition
What are the existing, alternative 
solutions that help the customer do the 
same thing or reach a similar outcome?

Role
Which gains, opportunities, and wins pull the 
customer toward the new product?

Which pains, problems, and frustrations push the 
customer toward the new product?

Needs

Anxiety
What is the customer uncertain about that 
prevents switching to the new product?

Which pains, problems, and frustrations push the 
customer toward the new product?

Inertia

Emotions
Is a Wow Moment achieved by triggering 
certain feelings?

Is a Wow Moment achieved by triggering 
some of the five senses?

Senses

Jobs-to-be-done (JTBD)
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Gain/Pain Ratio

Gain PainInertia, risk

>10

Revenue Cost savings

Time People

Competitive advantage

Reputation Etc…

Find (See) Try

Buy Implement

Own – eg TCO

Deploy Etc…

Inertia Switching 
costs?

Default = do nothing

Good enough = good enough!

Risk on a startup

Alternatives? Etc…
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Be more productive at 
work with less effort

Get started for free
today

Zero commitment, 
cancel anytime 

Schedule free demo 
with our expert today

Value Prop Booster

Basic value prop

N/A

Verbiage

CTR

With booster option A With booster option B With booster option C

8% 3% 5%
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$25.152M

Distributed $7.32 billion in 
economic wealth to our 

stakeholders, helping 
improve lives in our 

communities

$67M

Invest $67 million in our 
communities in 20XX, 

including >373,000 hours 
volunteered

by our team members

-39%

Maintained safety 
performance in 

20XXamounting to a 39% 
improvement in injury

 rate since 2014

1.5M

Provided 1.5 millions bours 
of training to our team 

members in 20XX - more 
than 27 hours per team 

member per year

46

Turned every dollar of 
revenue into a contribution 

to its communities of 46 
cents - almost four times the 

average 

-19.7%

Achieved a 19.7% reduction 
in absolute scope 1 & 2 
emissions versus 2011, 

reaching 64% of our 2025 
science based emissions

A & A-

Scored A for climate & A- for 
water in CDP questionnaires, 

ranking Caesars as a top 
climate performer in 

industry

43%

Diverted 43% of all our
waste from landfill

-3%

Reduce water use per 1000 
square feet at our properties 

and other lands by 3% in 
upcoming years 

40,000

Reached more than 40,000 
charging sessions resulting 
in more than 500 tons of 

GHG emissions through our 
stations

RESPONSIBILITY & SOCIAL IMPACT
PL

A
N

ET
PE

O
PL

E
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STRATEGIC GOALS FOR NEXT YEAR

WHAT IT MEANS TO US KEY INITIATIVESOBJECTIVES

Raw materials are at the center of our business and their 
utilization must not exceed the capacity to replenish. It is 
increasingly important for us to continue optimizing the 
value of this precious resources.

• Understand current cost of everything we do
• Increase the returns on all raw materials through value

stream mapping and build organizational flexibility
• Develop our collaboration both internally & externally

& build strategic alliances

Innovation requires a culture of idea generation, with our 
targets to set global benchmarks in the field.

• Stimulate idea generation
• Introduce research & development KPI’s
• Benchmark against leading innovators

Implement a company wide focus on quality to preserve the 
inherent quality of our natural resources through the supply 
chains.

• Develop precise & relevant specifications
• Align rewards with effective communication, training etc.
• Quality assessment system to be appropriate
• Sharing all customer feedback
• Create quality culture

By living our values both internally and in the public sphere, 
we aim to become the employer of choice and enhance our 
overall brand.

• Enhance public image
• Develop visibility
• Live our values
• Employer of choice

Optimize value of raw 
materials

Create a culture of 
innovation

Consistently produce 
quality products

Enhance our brand
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TIMELINE

Y E A R - 2 0 X X

01 02 03 04 05 06

12-MONTH

YEAR 2024

JANUARY

Review 20XX annual 

performance and 

discuss key learnings 

and takeaways.

FEBRUARY

Inter-departmental 

meetings commence 

and improvement 

proposals revised. 
MARCH

Onboard at lease one 

new executive under 

new hiring and HR 

guidelines.

APRIL

Finalize proposals on 

technological revamp 

that was submitted 

and revised last year.
MAY

Begin performance 

review with every 

member of the Sales 

team.

JUNE

New product

launch plan proposed 

& survey group 

scheduled
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07 08 09 10 11 12

TIMELINE (CONT.)12-MONTH

YEAR 2024

JULY

Review 20XX annual 

performance and 

discuss key learnings 

and takeaways.

AUGUST

Inter-departmental 

meetings commence 

and improvement 

proposals revised. 
SEPTEMBER

Onboard at lease one 

new executive under 

new hiring and HR 

guidelines.

OCTOBER

Finalize proposals on 

technological revamp 

that was submitted and 

revised last year.
NOVEMBER

Begin performance 

review with every 

member of the Sales 

team.

DECEMBER

New product

launch plan proposed 

& survey group 

scheduled
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*WEF and Image: Deloitte

Gen AI roadmap to help propel you forward as a 
disruptor:

• Establish a strategy that embraces 
collaboration and innovation.

• Prioritize the human impact.

• Adopt a proactive approach to risk and 
governance.

3 ways to harness Gen AI as a business disruptor
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Future of 
Industry with 

GenAI
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Gen AI Adoption and Maturity Phase

PHASE DESCRIPTION
PoC Team Experiment, Focus on learning

Tactical Simple use cases for tactical need.
Minimal distruption and team get confortable in rolling out GenAI to 

PROD. 
Focus on proving technology and less significance is ROI.

Well Governed Test cases, Govern policies are in place to deliver GenAI. Org structure in 
place to review, approve GenAI use cases.

Enterprise gain expertise where to take caution related to risk, cost, 
copyright issues and areas where there are opportunities to generate 

values from GenAI.

Strategic Deliver business value in multiple use cases. Bring efficiency and cost 
saving.

Transformational New use cases and new data set are build.
Give competitive advantage.
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Gen AI Adoption Framework

02

01

03

04

Productize 
Opportunity

Opportunity For 
consumers

Data Product 
& AI

Service 
Opportunities

Generic Data

High Risk

Domain Specific Data

Low Risk

Universal data is available 
But risk of error is high.
Opportunities for product 
companies to build accurate 
model

Require domain specific dataset 
Require accurate drawers. Risk of 
error is high.
Opportunities for companies that 
produce new dataset and have AI 
skill

Universal data is available 
Risk is low.

Need domain specific result.
Risk is low.
Human can correct output.
Outsource: Opportunities for 
services companies.
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Gen AI Challenges and Threats

*dataknobs
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Gen AI – Uncontrolled Behaviors

*dataknobs
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Gen AI – Ethical Issues

*dataknobs
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Gen AI – Scenarios for quick adoption

*dataknobs
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ADOPTION FRAMEWORK FOR GENAI IN ENTERPRISES
• Adoption framework help companies determine areas where generative AI adoption can happen quickly. Areas 

that are less mission critical and where out of box generative AI works well with low error rate are good 

candidate to onboard generative AI.

• Framework need to be structured. It should provide stages, best practices and how to evaluate risks and 

opportunities.

• There are 5 stages of generative AI adoption phases.

• These stages describe areas where out of box model can be used without issues. It describe areas where out of 

box model will not work and there is opportunity to innovate.

• It describes how to extend AI risk and consider all risk for generative AI

• Finally describes use cases that can be adopted with ease.

• Mission critical areas where out of box model does not work - should be adopted at last stage. Companies 

should evaluate whether training on domain specific data will help. If building such model produce good result, 

it will provide competitive advantage.- *dataknobs
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Factors to Consider for Generative AI Adoption

• Data Availability: Assess the availability and quality of data required for training the generative AI 
model.

• Computational Resources: Evaluate the computational resources needed to train and deploy the 
generative AI model.

• Expertise and Skills: Determine the level of expertise and skills required to develop and maintain the 
generative AI model.

• Ethical Considerations: Consider the ethical implications and potential biases associated with the 
generative AI model's outputs.

• Legal and Regulatory Compliance: Ensure compliance with relevant laws and regulations when using 
generative AI.

• Business Objectives: Align the adoption of generative AI with the organization's strategic goals and 
objectives.

• Costs and Return on Investment: Evaluate the costs associated with implementing and maintaining 
generative AI, and assess the potential return on investment.

• Security and Privacy: Address security and privacy concerns related to the data used and generated 
by the generative AI model.

• User Acceptance: Consider the acceptance and usability of generative AI outputs by end-users or 
customers.

*dataknobs
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Data Ownership – Open Questions

*dataknobs
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ENVIORNMENT CONCERN AND LEGAL QUESTION
ONE NEED TO RESPONSIBLY USE GENERATIVE AI

high energy, compute

Carbon foot print
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The boom in GenAI demand is causing supply constraints

• Ongoing supply constraints on AI chips are due not to a lack of 
physical chips but limited capacity in advanced chip packaging 
services, a critical step in the manufacturing process.

• The bottleneck in AI chip output underscore the importance of 
advanced chip packaging and stacking technologies in the race 
to produce more powerful and efficient semiconductors. 

• The semiconductor industry should embrace a “paradigm shift” 
of new ways to connect, package, and stack chips to meet the 
surging demand for AI products.
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Generative AI requires high-performance processing and networking, along with innovative 
power delivery solutions, driving the demand for semiconductors. Technology and service 

providers’ product plans must consider electronic design priorities, power implications and 
die-size packaging constraints.

•High-performance compute: Developing large generative AI (GenAI) models 
demands massive compute power, high-performance processors and workload 
accelerators.
•High-bandwidth input/output (I/O) and memory: Training GenAI models requires 
exponential support of higher-bandwidth memory and networking.
•Advanced manufacturing and packaging: Workload accelerators demand high 
transistor counts, which creates demand for chips manufactured on leading-edge 
semiconductor nodes and multi die packaging.
•Power delivery: Large high-performance chips consume hundreds of watts of power, 
requiring specialized power regulation and delivery systems.
•Electronics design: Electronics design — from integrated circuit (IC) design and 
testing, to printed circuit board (PCB) design, placement and inspection

Top five semiconductor markets impacted by generative AI:
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PROGRAM, PROJECT 
& 

CHANGE MANGEMENT
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Problem: Projects are the lifeblood of organizations, 
but many projects fall short of expectations
Projects success and failure rate1

29%

71%

Success rate Failure rate

Primary causes of failures2

31%

18%

18%

10%

8%

4%

Poor communication & change management

Unrealistic schedule & budget

Insufficient resource planning

Poor project requirements

Lack of stakeholder buy-in

Poor risk management

Sources: (1) Project Management Software Pie; (2) Project Management Society
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Current state Transition Target state

Program/Project Management

Focuses on business & technical changes such as the organization structure, job roles, processes, and 
systems

Change Management 
Focuses on helping individuals impacted by the business and technical changes in their company to adapt and be 

successful

PROGRAM, PROJECT & CHANGE MANGEMENT
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Project Management Traditional Approach

Project Management Agile Approach

Product Backlog Sprint Backlog Sprint Execution Shippable Product IncrementSprint Planning Sprint Review Retrospective

Initiate the Project Define and Implement your Project Plan

1. Project Description

• Situation, key challenge and proposed solution

• Project objectives and key performance indicators

• Project scope, approach and team

• Key activities and deliverables

2. Project Assessment

• Strategic alignment

• Value (Revenue, Costs, NPV, ROI, etc.)

• Ease of implementation

1. High-level project plan

2. Detailed project plan

3. Project dashboard

4. Parking lot

5. Punch list

6. Post project evaluation report

1. Project charter

2. Project challenges and key success factors

3. RACI matrix

4. Stakeholder engagement strategy

5. Capacity planning

6. Risk management framework

7. Risk log and dashboard

8. Issue log and dashboard

Build a Business Case & Financial Model

1 2 3

Potential 
initiatives

Business 
cases

Business 
roadmap

Project 
prioritization

Governance Dashboards
Continuous 

improvement
Program 

evaluation

Program Management Approach

Project & Program Management Approach
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Implement, Track and Manage Progress

1. Company strategy

2. Required change to implement the strategy

3. Business roadmap

4. Company readiness for change

5. Structure and size of the change management 
team

6. Roles & responsibilities 

7. Guiding principles

8. Change Lean Canvas

9. Change impact assessment

10.Change management objectives and levers 
(ADKAR Model)

1. Governance

2. Overarching change management plan status report

3. Communication plan status report

4. Sponsorship plan status report

5. Coaching plan status report

6. Training plan status report

7. Resistance management plan status report

8. Stakeholder management

9. Change sustainment

1. Overarching change management plan

2. Communication plan

3. Sponsorship plan

4. Coaching plan

5. Training plan

6. Resistance management plan

Develop the Change Management Plans

Top 12 change management frameworks and tools commonly used in most Fortune 100 companies

Kotter’s 8 step Model of 
Change

McKinsey 7S 
framework

 Burke-Litwin Change 
Model

Prosci 3-phase process
The Adkar Change 
Management Model

Lewin's Change 
Management Model

Change commitment 
curve

Change personal 
transition curve

Heart and mind human 
drivers

Innovation adoption 
curve

Maslow’s hierarchy of 
human needs

Four stages of team 
development

2 3
Define the Change Management Strategy

1

3-phase approach 
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• Adopt a robust program management approach: (1) Potential initiatives, (2) Business cases, (3) Project prioritization, (4) Business roadmap, (5) Governance, (6) Dashboards, (7) 
Continuous improvement, (8) Program evaluation

• Improve the project management capabilities of your organization with a simple and comprehensive 3-phase approach: (I) Build a business case and financial model, (II) Initiate the 
project, (III) Define and implement your project plan

• (I) Build a business case and financial model to get your project approved by the executive committee: (1) Situation, key challenge and proposed solution, (2) Project objectives and 
key performance indicators (KPIs), (3) Project scope, approach and team, (4) Key activities and deliverables, (5) Strategic alignment, (6) Value: project initial investment, project costs, 
additional revenue generated, cost savings, cash flows and net present value, (7) Ease of implementation 

• (II) Initiate your project: (1) Project charter, (2) Project challenges and key success factors, (3) RACI matrix, (4) Stakeholder analysis, (5) Capacity planning, (6) Risk management 
framework, (7) Risk log and dashboard, (8) Issue log and dashboard

• (III) Define and implement your project plan: (1) High-level project plan, (2) Detailed project plan, (3) Project dashboard, (4) Parking lot, (5) Punch list, (6) Post-project evaluation report
• Become a more agile organization with a 7-phase approach commonly used by Fortune 500 and global consulting firms: (1) Product Backlog, (2) Sprint Planning, (3) Sprint Backlog, 

(4) Sprint Execution, (5) Sprint Review, (6) Potentially Shippable Product Increment, (7) Retrospective

Program/Project Management

• Improve the change management capabilities of your organization with a simple and comprehensive 3-phase approach: (I) Define the change management strategy, (II) Develop the 
Change Management Plans, (III) Implement, Track and Manage Progress

• (I) Define your change management strategy: (1) Company strategy, (2) Required change to implement the strategy, (3) Business roadmap, (4) Company readiness for change, (5) 
Structure and size of the change management team, (6) Roles and responsibilities, (7) Guiding principles, (8) Lean change canvas, (9) Change impact assessment, (10) Change management 
objectives and levers (ADKAR Model)

• (II) Develop your change management plans: (1) Overarching change management plan, (2) Communication plan, (3) Sponsorship plan, (4) Coaching plan, (5) Training plan, (6) 
Resistance management plan

• (III) Implement, track and manage progress: (1) Governance, (2) Overarching change management plan status report, (3) Communication plan status report, (4) Sponsorship plan status 
report, (5) Coaching plan status report, (6) Training plan status report, (7) Resistance management plan status report, (8) Change sustainment

• Leverage the top 12 change management frameworks and tools: (1) Kotter’s 8 step Model of Change, (2) McKinsey 7S framework, (3) Burke-Litwin Change Model, (4) Prosci 3-phase 
process, (5) The Adkar Change Management Model, (6) Lewin's Change Management Model, (7) Change commitment curve, (8) Change personal transition curve, (9) Heart and mind human 
drivers, (10) Innovation adoption curve, (11) Maslow’s hierarchy of human needs, (12) Four stages of team development

Change Management

Program, Project and Change Management Tool
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1. Create a 
Sense of 
Urgency

2.Create a 
guiding 

coalition

3.Develop a 
Vision & 
Strategy

4.Coommuni
cate a 

Change 
Vision

5.Remove 
barriers to 

Action

6.Accmplish 
Short-Term 

wins

7.Build on 
Change

8. Institute 
Change

Kotter’s 8 Step
 Change Model 

*Online Reference
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The Burke-Litwin Change Model

*Online Reference
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Aligning ADKAR Model With Sequential and Iterative Change

*Online Reference
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ADKAR Model Summary 

*Online Reference
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PCT Model: Critical Aspects for Success

*Online Reference
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Relationship Between L/S, PM, CM

*Online Reference
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PCT Assessment Over the Project Lifecycle

*Online Reference
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“It is not the answer that enlightens, but the question.” Eugène 
Ionesco Romanian‐French playwright

*Online Reference
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Medium Risk High Risk

Low Risk Medium Risk
14

42

70

42 70

Change 
Ready

Organizational 
Attributes

Change 
Resistant

Small 
Incremental

Change 
Characteristics

Large 
Disruptive

Change Risk Assessment

*Online Reference
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Innovation Adoption Curve

*Online Reference
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Maslow’s Hierarchy of Needs

*Online Reference
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Team Formation Strategy

*Online Reference



424 C L U S T I V

*Online Reference

Change commitment curve
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Change commitment curve
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Change commitment curve
Well-Managed vs. Poorly-Managed Commitment Curve
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*Online Reference

Change commitment curve

Stakeholder Analysis Map
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Emotional Responses to the Change
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Examples of Communications Goals by Change Curve
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Fisher’s Personal Transition Curve
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Heart and mind human drivers
A Roadmap which can be used to motivate and educate the employee about the change implementation program in the 

company. It can be used to break rigid attitude of the workforce.
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HEALTHY HEART, STRONG PERFORMANCE

It’s thus only fitting that the 
heart—as the metaphorical 
center and source of 
inspiration and power—is at 
the center of this holistic 
approach

Companies showing improvement 
when Head, Heart and Hand all are 
involved during Change Management

https://www.bcg.com/publications/2018/head-heart-hands-transformation#00000173-4b59-d92c-a17f-eff937f70002-0
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Project Management
• Application of knowledge, 

skills, tools & techniques to 
project activities to meet 
project requirements

• Stakeholders: business 
owners, sponsors, end users

• Stakeholder needs: business 
requirements, controlling 
costs & schedule

Project Portfolio Management
• Application of knowledge, skills, 

tools & techniques to a 
collection (or portfolio) of 
projects in order to meet needs 
of an organization’s investment 
strategy

• Stakeholders: financial 
management, senior 
executives, stockholders

• Stakeholder needs: optimal 
investment of resources, ROI, 
strategic alignment

PM and PPM Defined
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DATA QUALITY & DATA AVAILABILITY1
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2 AI MODEL SELECTION AND INTEGRATION
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3 ETHICS
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4 SECURITY AND PRIVACY CONCERNS
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5 HUMAN-IN-THE-LOOP APPROACH
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6 TRAINING
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GEN AI IS A POWER SKILL OPTIMIZER
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BUSINESS ACUMEN IS SITUATIONAL. GEN AI CAN PLAY 
THE ROLE OF EXPERT COACH, IN THE MOMENT
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LINKED TOOLS

GenAI Tools for PMs 100323.pdfChatGPT Prompt Engineering 100323.pdf

../../../../C:/Users/dell/Documents/SushilDocs/PMI-GEN%20AI%20Crouse/GenAI%20Tools%20for%20PMs%20100323.pdf
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PM Processes
• Initiating
• Planning
• Executing
• Closing
• Monitoring and Controlling

PPM Processes
• Identifying
• Categorizing
• Evaluating
• Selecting
• Prioritizing
• Balancing 
• Authorizing
• Performance Reporting
• Monitoring and 

Communicating Adjustments

PM and PPM Process Integration
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*Online Reference

Important Elements of Portfolio Management
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Four Pillars of Project Portfolio Management



459 C L U S T I V

Portfolio Management Maturity:
Components

1. Portfolio Governance
2. Project Opportunity Assessment
3. Project Prioritization and Selection 
4. Portfolio and Project Communications 

Management 
5. Portfolio Performance Management 
6. Portfolio Resource Management 
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Governance through Portfolios

• Enables Executives to establish the required governance 
to engage with the business effectively and to deliver 
investment results efficiently 

• Align with organizational goals, strategies and priorities
• Select the right investments and make the right tradeoffs
• Demonstrate measurable business value
• Involve top management in project portfolio execution
• Communicate effectively with business partners and stakeholders
• Operate in compliance with corporate governance requirements

• Requires a holistic view of the entire IT portfolio across the 
enterprise

• Projects, People, Applications, Assets, Demand, Services 
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Become the Center of Excellence

• Process and methodology – without bureaucracy or policing 
• PM and PPM tools repository
• Project Manager Mentoring - Staffed by experienced 

experts
• Help Desk providing fast, knowledgeable response to 

requests
• Project Manager development approach and career track
• Training strategy and plan
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Project Management Maturity Model
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PMO To-Do List

*Online Reference
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Strategic Portfolio Management Framework, Process and Tool Investments Roadmap

*GartnerA Gartner survey revealed the number of organizations that have already deployed AI/machine learning (ML) for digital commerce rose from 
19% in 2019 to 31% in 2021. 
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Project Portfolio Management

*Online Reference
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End to End Project Portfolio Management

*Online Reference
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Project Portfolio with demand and financial management

*Online Reference
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Project Portfolio management with strategic shift

*Online Reference
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Lean Agile Portfolio and Program Management

*Online Reference



470 C L U S T I V

IT Project Portfolio Management Framework

*Online Reference

Input to 
Investment

Input to 
Portfolio
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Project Portfolio Management Tool Assessment

*Online Reference
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Project Portfolio Management and Integration Maturity Model

*Online Reference
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Strategic Project Portfolio Management Process Flow

*Online Reference
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KPI Dashboard to Track Stakeholder Satisfaction

*Online Reference
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End to End Project Management Service Automation

*Online Reference
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Project Portfolio Management Dashboard and chart

*Online Reference
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 Dashboard Showing Project Portfolio Management

*Online Reference
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Project Management Quality Metrics Dashboard With Employee Performance 
Analysis

*Online Reference
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Project Management Portfolio Investment Leadership

*Online Reference
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Project Management Planning and Governance Dashboard

*Online Reference
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Portfolio Management Initiation Playbook

*Online Reference
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Portfolio Management Initiation Playbook

*Online Reference
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Project Portfolio Management Implementation Plan

*Online Reference
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Project Portfolio Management with Execution and Control

*Online Reference
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Portfolio Management 5 Years Roadmap

*Online Reference
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Budget Analysis Project Portfolio Management

*Online Reference
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CIO’s Initiatives 5 – Enabling Project Portfolio Management

*Online Reference
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Project Portfolio Management Industry Overview

*Online Reference
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Project Portfolio Management with Demand Planning

*Online Reference
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Project Portfolio Management Process Flow Chart

*Online Reference
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Project Portfolio Management Task Priority List

*Online Reference
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Project Portfolio Management Timeline with Scope

*Online Reference
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Project Portfolio Management with Resources Utilized

*Online Reference
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Project Portfolio Management Dashboard with Risk Assessment

*Online Reference
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Project Portfolio Management with Fund Assessment

*Online Reference
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Project Portfolio Management with Milestone Achievement

*Online Reference
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KPI’s of Project Portfolio Management

*Online Reference
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Risk Integrated Project Portfolio Management

*Online Reference
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Business Risk Register For Project Portfolio Management

*Online Reference
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Project Portfolio Management For Transportation Business

*Online Reference
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Project Portfolio Management Process with Prioritization

*Online Reference
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Enhancing Business Value with Effective Project Portfolio management Services
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Expected Commercial Value of the Project

*Online Reference
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What is Program Management?

*Online Reference

„The Orchestration of a portfolio of 
projects effecting organisational change 
to deliver business benefits of strategic 

importance“
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Why Program Management?

*Online Reference
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Risk Hierarchy

*Online Reference
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Program Stakeholders

*Online Reference
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Program - Key Roles
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Project Vs. Program Management

*Online Reference
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Program Manager Vs. Project Manager 

*Online Reference
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Program Manager Competencies
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Change Management Blueprint
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Benefit definition
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Program Management Office (PMO)
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Transformation Change

*Online Reference
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What is Portfolio?

*Online Reference
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What is Management?

*Online Reference
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What is Portfolio Management?

*Online Reference
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Phases of Portfolio Management

*Online Reference
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Phases of Portfolio Management

*Online Reference
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Modern Portfolio Theory

*Online Reference

MPT assumes that investors are risk averse, meaning that given two 
portfolios that offer the same expected return, investors will prefer the 
less risky one. Thus, an investor will take on increased risk only if 
compensated by higher expected returns. Conversely, an investor who 
wants higher expected returns must accept more risk. The exact trade-
off will be the same for all investors, but different investors will evaluate 
the trade-off differently based on individual risk aversion characteristics.
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Diversification

*Online Reference

An investor can reduce portfolio risk simply by holding combinations 
of instruments that are not perfectly positively correlated. If all the 
asset pairs have correlations of 0—they are perfectly uncorrelated—
the portfolio's return variance is the sum over all assets of the square 
of the fraction held in the asset times the asset's return variance (and 
the portfolio standard deviation is the square root of this sum).



527 C L U S T I V

Efficient Frontier

*Online Reference

This graph shows expected return (vertical) 
versus standard deviation. This is called the 
'risk-expected return space.' Every possible 
combination of risky assets, can be plotted in 
this risk-expected return space, and the 
collection of all such possible portfolios 
defines a region in this space

„Don‘t put all your eggs in one same basket.“
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Building a Portfolio

*Online Reference
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Security Analysis

*Online Reference
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Portfolio Analysis

*Online Reference
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Portfolio Selection

*Online Reference
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Portfolio Selection

*Online Reference
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Portfolio Selection

*Online Reference
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Portfolio Revision

*Online Reference
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Portfolio Evaluation

*Online Reference
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Conclusion

*Online Reference
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Project Portfolio Management

*Online Reference
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Symptoms Calling for PPM

*Online Reference
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PPM Benefits

*Online Reference
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PPM Goals

*Online Reference
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PPM Goals

*Online Reference



542 C L U S T I V

PPM Goals

*Online Reference
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Cost Reduction
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Stop Low Business 
Value Project

Reduce Apps 
Maintenance

Manage Apps 
Portfolio

Reduce Service 
Level

MANAGE 
DEMAND 

SHIFT TO       
VARIABLE COST

Financial 
Engineering

Manage Apps 
Spec. (Mandatory, 

Useful, Nice to 
have)

Manage 
Technology 

Portfolio
Lean IT

REDUCE LABOR 
COST

REDUCE 
TECHNOLOGY 

COST

Grouped 
Maintenance

Reduce Project 
Length

Retire non-use 
Code/Module in 

Apps
Adopt Layered 

Model

CHANGE IT 
OPERATING 

MODEL

IMPROVE IT 
BUSINESS 
PRACTICES

Fiscal 
Optimization

Improve IT 
Financial 

Knowledge
Increase Span of 
Control in IT Org.

COST 
CONTAINMENT

DEMAND

SUPPLY

CONTROL

COST REDUCTION AREAS
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O
PP

O
RT

U
N

IT
Y

Stratification of desktop user types

Automated software distribution

Desktop printer rationalization

Standardized desktop products

Cell phone audits

Centralize portal management

Telecommunications line audits

Consolidation of IT infrastructure

Server virtualization

Storage migration

Reduce business continuity capability

Low

Moderate

Moderate

High

Low

Moderate

Low

Low

Low

Moderate

Low

Low

Moderate

Low

Low

Low

High

High

Modera
te

Low

Low

Moderate

Low

Moderate

Low

Low

High

Moderate

Moderate

Low

Low

Low

Low

Moderate

Low

Low

High

Moderate

Moderate

Low

Low

Moderate

Low

High

Low

Low

High

Moderate

Moderate

Low

TimeFinancial Benefit Organizational 
Risk

Technical Risk Investment Required

Low Low Low Low Low

COST REDUCTION BENEFIT MATRIX
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COST CATEGORIZATION

10%

30%

30%

30%

COST 
BREAKDOWN

• Activities required to “Keep the lights on”/ operate (e.g. 
property)

• Look for opportunities to increase efficiency.

AIM FOR BEST IN CLASS COST LEVEL

• Activities required by to compete

• Look for opportunities to increase efficiency.

AIM FOR BEST IN CLASS COST LEVEL

• Non-essential capabilities

• Challenges the need to have any cost at all

• Increase efficiency or lower service levels for what you 
keep

ELIMINATE OR BE PARE DOWN

• 3-6 Differentiating capabilities that build  sustainable 
advantage

• Streamline for effectiveness and efficiency

• Invest in critical activities to reach best-in-class service 
levels

MAY SPEND MORE THAN COMPETITORS

“Lights-On”

“Can’t Avoid”

Not Required

Differentiating Capabilities
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COST SAVING INITIATIVES

EF
FE

CT
IV

EN
ES

S
Im

pr
ov

ed
Di

m
in

ish
ed

EFFICIENC
Y

Major Cost SavingsMinor Cost Savings

Streamline new product 
development

Align staff roles and 
responsibilities across chain

Reorganize field organization 
to fewer regions

Standardize supplier 
contracts

Outsource selected quality 
assurance functions

Reformulate product 
components/hardware

Remove underperforming 
and complex items

Use 30% less materials 
in products

Reduce frequency of delivery (But 
also give up service quality)

High Effort Medium Effort Low Effort
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EFFECTIVENESS OF INITIATIVES
Initiative A Initiative B Initiative C

EFFECTIVENESS BUILDS TOP OF THE CURVE EFFECTIVENESS DECLINE

Clear Wins
Initiatives that should be pursued under 

any scenario, as they improve both 
effectiveness and efficiency

Example:
Create online self-service portals that 

eliminate the need for call centers

Worth the Trade-off
Initiatives that should likely be pursued, 

given an acceptable trade-off of 
effectiveness for efficiency gains

Example:
Streamline marginally effective training 

and events

Last Resort
Initiatives that may be pursued, given 
strategic business objectives, but they 
come at the expense of effectiveness

Example:
Reduce product or service quality

IN
CR

EA
SE

D 
EF

FE
CT

IV
EN

ES
S

INCREASED EFFICIENCY (Operating Expense Saving)

B

A

C
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4321
CONTROLLABLE EXPENSE MANAGEMENT

 Obtain data files and 
complete initial review 
of controllable expenses

 Analyze and validate client’s 
controllable expense 
categories and amounts

 Develop recommendations 
on savings opportunities and 
seek buy-in from client

 Manage 
implementation process 
of recommendations 

 Client files, policies 
and interview findings

 Client expense categories 
and spend amounts 
analysis ready

 Client’s feedback 
& buy-in

 Client’s feedback in terms 
of scope, resources, etc. 
available for 
implementation

 Understanding of 
categories and spend 
amount

 Baseline value,  
hypotheses, and 
savings opportunities

 Recommendation 
statements

 Communication plan, 
policies, optimized 
incentive program, etc.

OBJECTIVE 
OF STEP

KEY INPUTS

KEY 
OUTPUTS

ESTABLISH
BASELINE

ANALYZE & 
VALIDATE 
EXPENSES

DEVELOP 
RECOMMENDATION

S

IMPLEMENT 
CHANGES
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USING THE VALUE STICK TO DRIVE VALUE CREATION

*HBR
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The Value Stick

*HBR
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Budget Planning



554 C L U S T I V

Annual Budget Plan

Revenue

Expenses

Net Profit

Revenue

General & Administration Expenses

COMPANY XYZ Annual Budget
Year 1 – Year 2

Actual
Year 1 – Year 2

Variance
(Budget vs Actual)

Variance
(Budget vs Actual)

$50,000 $51,231 $1,231 2.46%

$38,000 $39,573 $1,573 4.14%

$12,000 $11,658 $342 2.85%

$50,000 $51,231 $1,231 2.46%

$24,000 $24,808 $808 3.37%
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Budget Actual Difference

Budget Actual Difference

Budget Actual Difference

Operating Revenue $50,000 $50,000 $50,000

Non-Operating Revenue $50,000 $50,000 $50,000

Total Revenue $1,875,000 $1,875,000 $1,875,000

Total Expenses $1,425,250 $1,425,250 $1,425,250

Profit $449,750 $449,750 $449,750

FULL YEAR

YEAR TO DATE

MONTH

Operating Revenue $50,000 $50,000 $50,000

Non-Operating Revenue $50,000 $50,000 $50,000

Total Revenue $1,875,000 $1,875,000 $1,875,000

Total Expenses $1,425,250 $1,425,250 $1,425,250

Profit $449,750 $449,750 $449,750

Operating Revenue $50,000 $50,000 $50,000

Non-Operating Revenue $50,000 $50,000 $50,000

Total Revenue $1,875,000 $1,875,000 $1,875,000

Total Expenses $1,425,250 $1,425,250 $1,425,250

Profit $449,750 $449,750 $449,750
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Budget Planning by Costs vs Benefits

Projects Year 1 Cost Year 2 Cost Year 3 Cost Direct ROI Benefits

Project Name

Project Name

Project Name

$250,000 $250,000 $250,000
Negative
-$95,000

$6,500 $4,000 $4,000
Positive
+$12,000

$115,00
0

$115,00
0

$115,00
0

Positive
+$75,000

Improve
Productivity

Business
Opportunities

Less Carbon
Footprint



557 C L U S T I V



558 C L U S T I V

BRAND POSITIONING STRATEGY

GUIDANCE FOR 
STAKEHOLDER 

SPECIFIC MESSAGE 
DEVELOPMENT

BRAND 
ATTRIBUTES

CORPORATE 
BRAND 

POSITIONING

PURPOSE Provide source of wealth-generation for investors

Innovative Tech driven Empathetic Open-minded Lasting

Company is the leader in technology. We provide breakthrough and easy-to-use digital products to service and empower 
retail investors with information transparency, community unity, and ease of trades

Personalized data Excellence in technology Community oriented Sustainable value for all

Value propositions

Business priorities/stakeholder research

Topic priorities



559 C L U S T I V

BRAND ANATOMY

Iconic Capital

Financial Capital

Emotional Capital

Human Capital

• Name

• Logo

• Brand identity

• Packaging

• Social presence

• Strategic plan

• Research

• Brand values

• Management structure

• Culture (outbound)

• Investor relations

• Marketing strategy

• Sales strategy

• Engagement

• NPS

• Customer relations

• Loyalty clubs

• Knowledge management

• Database/CRM

• Human resource

• Culture (inward)

• Staff motivation

• Recruitment programs

• BOH environments

BRAND EQUITY

SU
RF

AC
E 

BR
AN

D
EX

PE
RI

EN
TI

AL
 B

RA
N

D
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BRAND POSITIONING STRATEGY

What 
customers 

want

What your 
brand does 

best

What your 
competitor does 

best

A

B C
D

Your brand’s clear 
difference matter to the 
consumers

WINNING 
ZONEA

Competitors meet 
consumers needs better 
than you

LOSING 
ZONEB

Competitive battle where 
consumers doesn’t care 
at all

DUMB ZONEC

Equally meet consumer needs. You win 
through speed, innovation & emotional 
connection

RISKY ZONED
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HIGH QUALITY

LOW QUALITY

CH
EA

P
EXPEN

SIVE

Brand A

Brand B

Brand C

Brand D

Brand E

Our Brand

Brand F

Brand G

Brand H

Brand I

PERCEPTUAL MAP
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BRAND AUDIT:
BRAND MIND MAP

Competitor Analysis

Increase Fanbase

Social Media Management

Small Businesses

Brands

SEOs

Marketers

Celebrities

In-depth Analytics

User-friendly interface

Purpose

Target Market

Product Strengths

Quintly

EdgeRank Checker

Socialbakers

Clickable

PageLeveler

Free Basic Package

Twitter Support

Affordable Premium Accounts

Relatively New

Monotonous Graphs

Competitors

Product Differentiators

Product Weaknesses

Our 
brand
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1 2 3 4 5

1 3 4 52

1 2 3 54

2 3 4 51

1 3 4 52

1 2 3 4 5

1 2 3 54

1 2 3 54

1 3 4 52

CUSTOMER ATTITUDE SURVEY
Strongly Disagree Strongly Agree

I think we are not doing enough to save scant natural resources from being used up. 5

Natural resources must be preserved even if people must do without some products. 2

I feel sorry that the government does not do more to help control pollution of the environment 4

Much fuss is being made about air and water pollution than is really justified. 1

I feel angry and frustrated when I think about the harm being done to plant and animal life by pollution. 2

I think the government should devote more money toward supporting conservation and environmental programs. 5

Consumers should be interested in the environmental consequences of the products that they purchase. 4

Consumers should pay higher prices for the products which pollute the environment. 4

Non-recyclable containers should be taxed to reduce waste. 2
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0 1 2 3 4 5 6 7 9 108

0 1 2 3 5 6 7 8 9 104

BRAND AUDIT:
CUSTOMER SURVEY

1. How would you rate the value for money?

4

Not at all Satisfied Extremely Satisfied

8

2. How likely is it that you would recommend this company to a friend or colleague?

Not at all Likely Extremely Likely

3. Overall, how satisfied or dissatisfied are you with our company?

●

Very Dissatisfied Somewhat Dissatisfied Neither 
Satisfied

nor Dissatisfied

Somewhat Satisfied Very Satisfied
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SEMICNDUCTOR COMPANY BUSINESS ANALYSIS

PROJECT

Semiconductor-Company-Analysis.pdf



566 C L U S T I V

Three Financial Statement 
Model

Project Business Case & 
Financial Model

Discounted Cash Flow 
Model

Scenario and Sensitivity 
Analysis Model

Business Units 
Consolidation Model

Discounted Earnings 
Model

Comparable Company 
Analysis Model

Precedent Transaction 
Analysis Model

Mergers & Acquisitions 
Model

Weighted Average Cost 
of Capital (WACC) Model

I. Gather Financial Data II. Assess Current Financial 
Performance III. Define Financial Plan IV. Implement, Track & Manage 

Progress
1. Income Statement

2. Cash Flow Statement

3. Balance Sheet

4. Working Capital Schedule

5. Depreciation Schedule

6. Debt & Interest Schedule

7. Sales Breakdown

8. Costs Breakdown

1. Efficiency Ratios

2. Solvency Ratios

3. Liquidity Ratios

4. Profitability Ratios

5. Leverage Ratios

6. Return on Investment Ratios

7. Sales Breakdown Analysis

8. Costs Breakdown Analysis

1. Company’s Mission, Vision and 
Strategic Objectives

2. Forecast, Scenarios, Discounted Cash 
Flow valuation, and Sensitivity Analysis

3. Financial Objectives and KPIs to reach 
our Vision

4. Budget Allocations
5. List of Potential Initiatives to reach our 

Financial Objectives
6. Project Business Cases and Financial 

Models to assess our list of potential 
initiatives

7. Initiative Prioritization
8. Business Roadmap

1. Governance

2. Dashboards

3. Projects Plans

4. Project Implementation: 
• Agile Methodology
• Design Thinking
• Traditional Methodology

5. Quarterly Update of the Financial 
Plan

6. Post Projects Evaluation and Lessons 
Learnt

7. Post Financial Planning Evaluation and 
Lessons Learnt

Financial Planning and Analysis (FP&A)



567 C L U S T I V

1.
Define the question 

that the financial 
model needs to 

answer

2.
Draft a dashboard 

that will present the 
answer effectively

3.
Create a driver tree 
to help you identify 
what you need to 

answer the question 
and create your 

dashboard

4.
Identify what should 

be your inputs, 
calculations and 

outputs

5.
Identify the building 

blocks of your 
financial model

6.
Identify the 
periodicity

financial model in 6 simple steps
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Step 1: Define the question that the financial model needs to answer

 Switch off your computer

 Define the question your financial model needs to answer

 Identify what will not be solved by your model

 Do a back of the envelope calculation to give you an idea of the final answer
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2020 2021 2022 2023
0

2

4

6

8

10

12

14

16

18

8.567

11.06

14.218

16.221

2.776

4.26

6.131

8.245

0.368
1.169

2.179
3.07

Revenue Gross profit Net income

Forcast

In
 B

ill
io

ns
 ($

)

Step 2: Draft a dashboard that will present the answer effectively
Real-life Example
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Step 3: Create a driver tree to help in identify what would it need to answer the question 
and create your dashboard

Company Value 
Creation

Increase net
operating profit less 

adjusted
taxes  (NOPLAT)

Improve capital
allocation

Capital
deployment

Decrease operating
expenses

Increase
gross profit

Cost of
capital

Decrease manufacturing
costs

Increase revenues

Reduce distribution
costs

Reduce selling
costs

Reduce R&D costs

Reduce administrative
costs

Improve product mix

Increase price

Decrease staffing

Reduce cost of inputs

Lower support functions costs

N/A

Reduce inventories

Optimize scheduling

Improve plant utilization

Lower customer service costs

Decrease staffing

Improve process

Increase volume

Optimize physical network

Increase productivity

Use alternative distribution

Increase accounts payable

Improve capital investment

Reduce accounts receivable

Real-life Example
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Step 4: Identify what should be the inputs, calculations and outputs

Insert your text

Your text

Your text

Your text
Your text
Your text

Your text

Your text
Your text
Your text

Your text

Your text
Your text
Your text

Your text

Your text

Your text

Your text

Your text
Your text
Your text
Your text

Your text

InputsCalculationsOutputs
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Debt & Interest

Step 5: Identify the building blocks of your financial model
Real-life example of building blocks used in a 3-statement financial model

Cover Inputs Calculation Outputs

Income statement

Cash flow statement

Balance sheet

Cover Inputs Dashboard

Working capital

Depreciations
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Three Financial Statement Model
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For example, you may decide to add the item “Dividend payout” by adding a row. Or you may 
decide to remove the interest expenses. If required, you may have to add a row in the 
assumption building block if it helps you forecast the future dividend payout

Adjust if required the items in each building block
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Debt & Interest

Income statement

Cash flow statement

Balance sheet

Working capital

Depreciations

Dashboard

Historical Periods Forecast Period

1. Mainly input

5. Mainly links/output

Assumption 2. Mainly formula and links

4. Mainly formula and links

3. Mainly input

Fill in the templates in the order displayed below
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Double check that the balance sheet is balanced

Asset Liabilities + Shareholders’ Equity

Where the money 
is going to

Where the money 
is coming from

Fixed Assets

Current asset

Intangible Assets

Long-term Liabilities

Current liabilities

Shareholder’s Equity & Retained 
Earnings
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If the balance sheet is not balanced, review all your inputs, formulas and 
links
How the income statement and cash flow statement can be linked

From Income statement…

Revenue

Cost of goods sold

Gross profit

Operating expenses

EBITDA

Depreciation and amortization

EBIT

Interest

Income tax expense

Net Income (Adjusted)

Net Income

Dividend payout

Net income after distribution

…to Cash flow statement

Net income adjusted

Depreciation and amortization

Deferred income taxes

Changes in accounts receivable

Changes in inventory

Changes in accounts payable

Changes in accrued liabilities

CAPEX

Other investing activities

Debt

Dividends paid

Equity Issuances (buybacks)

Total change in cash

Operating 
activities

Investing 
activities

Financing 
activities
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Sensitivity Analysis table 

Add a code color following these 5 steps:

1. Select the data inside the table

2. Click on “Home”

3. Click on “Conditional formatting”

4. Click on “Color scales”

5. Select the color scales that you like
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Create more scenarios in the building block “Assumptions”

In our template, we created a Base Case Scenario, a Pessimistic 
Scenario and an Optimistic Scenario. You can of course change 
the name of the scenarios (e.g. Best-case scenario, Worst case 
scenario, etc.)
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Financial Analysis
To analyze our company’s performance, we are going to use 6 categories of financial 
ratios

1.Efficiency 
ratios

2.Solvency 
ratios

3.Liquidity 
ratios

4.Profitability 
ratios

5.Leverage 
ratios

6.Return on 
investment 

ratios
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Profitability ratios are used to analyze a company’s ability to generate 
a profit

Formula1 Definition Result (%)Ratio

1The average equals the value at the beginning of the year + the value at the end of the year divided by 2

Net income / Net sales The amount of net income earned from each unit of sales. This 
ratio is also called net profit margin

XX %Return on sales

Net income / Average 
shareholder’s equity

The return stockholders are receiving on their investment in the 
company

XX %
Return on equity 

(ROE)

Net operating profit after tax 
(NOPAT) / Total net assets

The amount of net income earned per unit of asset used in the 
business

XX %Return on net assets

Net income / Average working 
capital

The return a company is realizing from its capital employed, i.e. 
how efficient is the capital used to generate revenues

XX %
Return on Capital 

Employed 

(ROCE)

NOPAT / Average total capital
How well does a company generate cash flow relative to its 
capital invested. A ratio >1 means that the company is creating 
value

XX %Return on invested 
capital (ROIC)

NOPAT/ Average funds employed The net operating return the company generates relative to all 
funds invested. Funds employed = total liabilities

XX %Return On Funds 
Employed
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Dashboard
Profitability ratios

Return on Capital Employed 
(%)

Return on net assets (%)

Return On Funds Employed 
(%)

Return on equity 

(%)

Return on sales

(%)

Worst peer Best peer
5% 8% 9%

2% 4% 8%

X%X% X%

X%X% X%

X%X% X%

Our company

Competitor A

Competitor B
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After reviewing all the ratios, add to Scenario and Sensitivity Analysis 
Model the following 8 ratios for deeper analysis
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Strategy map including our Strategic Objectives

584

Financial

Perspective

Customer

Internal Process

Learning 
& Growth

Strategic objectives

Increase 
revenue

Increase profit

Increase number 
of customers

Increase revenue 
per customer

Decrease Costs

Decrease fixed 
cost

Decrease 
variable cost

Significantly below target Slightly below target Meeting target or above target

Increase 
customer 

satisfaction

Become a 
trusted brand

Sell new 
products

Understand 
customer 
segments

Shift to digital 
channel

Decrease 
delivery time

Create new 
products

Improve
employee 

satisfaction

Improve 
customer 

information

Create a customer-
focused culture

Align the 
organization

Real-life example

Caption:
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Financial Strategic Objectives

Financial Strategic Objectives TargetsKPIs

Increase earnings per share • From $3 to $4• Net income per share versus last year

Increase Return on Invested Capital (ROIC) • From 11% to 12%• ROIC versus last year

Increase Return on Equity (ROE) • From 15% to 16%• ROE versus last year

Increase Net Profit Margin • Net Profit Margin versus last year • From 23% to 25%

Real-life example
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List of potential initiatives to help us reach our financial 
objectives
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Financial Objectives Dashboard

Financial Objectives TargetsKPIs Status

Meeting target or above 
target or on track

Slightly below target

Significantly below target

Real-life example

Increase earnings per share • From $3 to $4• Net income per share versus last year

Increase Return on Invested Capital (ROIC) • From 11% to 12%• ROIC versus last year

Increase Return on Equity (ROE) • From 15% to 16%• ROE versus last year

Increase Net Profit Margin • Net Profit Margin versus last year • From 23% to 25%



588 C L U S T I V

Financial Objectives Excel Dashboard



589 C L U S T I V

Business Roadmap Dashboard
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What Is Zero-Based Budgeting (ZBB)?

“Zero-based budgeting (ZBB) is a method of budgeting in 
which all expenses must be justified for each new period. 
The process of zero-based budgeting starts from a "zero 
base," and every function within an organization is 
analyzed for its needs and costs. The budgets are then 
built around what is needed for the upcoming period, 
regardless of whether each budget is higher or lower 
than the previous one.”
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Zero-Based Budgeting vs. Traditional Budgeting

Traditional budgeting calls for incremental increases over previous 
budgets, such as a 2% increase in spending, as opposed to a justification 
of both old and new expenses, as called for with zero-based budgeting.
Traditional budgeting also only analyzes only new expenditures, 
while ZBB starts from zero and calls for a justification of old, 
recurring expenses in addition to new expenditures. Zero-based 
budgeting aims to put the onus on managers to justify expenses and 
aims to drive value for an organization by optimizing costs and not just 
revenue.
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1. No focus on 
cost centers

2. Too coomplex

1. Profit Centers

2. Very detailed

3. It‘s strategic

4. It‘s situational

*Online Ref.
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*Online Ref.
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*Gartner
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*Deloitte
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*Deloitte

Zero-Based Budgeting In a Box Solution:
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Drivers

Recommendations 
• Focus on sustainability – you need to win the hearts and minds, and create an ‘ownership’ mindset 

amongst employees.
• Position this as a way to fuel growth and to simplify the organization, not just a cost reduction exercise 

(Bain: you are 2x more likely to succeed).
• ZBB is a tough process for employees, engage them as early as possible
• In addition to bottom-up employee engagement, this needs to have top-level sponsorship and visibility
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Recovery planning

Improvements

Communication

Response Planning

Communication

Analysis

Mitigation

Improvements

Respond

Anomalies & events

Security continuous monitoring

Detection processes

Detect

Recover

Assess management

Business environment

Governance

Risk assessment

Risk management strategy

Access control

Awareness & training

Data security

Info protection procedures

Maintenance

Protective technology

Protect

Identify

NIST
Cybersecurity

Framework

NIST Cybersecurity Framework
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Function Category Category 
Identifier

Govern (GV)

Organizational context GV.OC

Risk management strategy GV.RM

Cybersecurity supply chain risk management GV.SC

Roles, responsibilities, and authorities GV.RR

Policies, processes, and procedures GV.PO

Oversight GV.OV

Identify (ID)

Asset management ID.AM

Risk assessment ID.RA

Improvement ID.IM

Protect (PR)

Identity management, authentication, and access control PR.AA

Awareness and training PR.AT

Data security PR.DS

Platform security PR.PS

Technology infrastructure resilience PR.IR

Detect (DE)
Continuous monitoring DE.CM

Adverse event analysis DE.AE

Respond (RS)

Incident management RS.MA

Incident analysis RS.AN

Incident response reporting and communication RS.CO

Incident mitigation RS.MI

Recover (RC)
Incident recovery plan execution RC.RP

Incident recovery communication RC.CO

NIST
Cybersecurity

Framework

NIST Cybersecurity Framework
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Coordination of Framework Implementation

*Cybersecurity Framework
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Risk Management Strategy

*Cybersecurity Framework
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Year 1 Year 4 Year 7 Year 10 Year 12 Year 16

CEF

Big Data 
(Hadoop, Spark)

Logging as a
Service ((Loggly)

ElK

Apache
Metron

Security
Data Lake

UEBA

Metrics
Correlation

DevSecOps
Use-Cases

XDR

Security Data
Lakehouse

SOAR

Open Source The Logging Wild West

• IAM
• PCAP

• Endpoint
• Threat Intel

• API • IaaS Logs • Metrics • SaaS Logs • Data Activity

DATA

Attempt in
Visual analytics

Data on
demand

Threat
Hunting

Risk
Centricity

Artificial
Intelligence

Cloud
Analytics

Federal
Analytics

ANALYTICS
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RISK MITIGATION VISUALIZER

90

80

70

60

50

40

30

20

10

Pr
oj

ec
t b
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in

es
s 

va
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$25K $20K $15K $10K $5K $0Project cost

Current security level

Expected security level

Use simple data breach 
monitoring

Conduct quarterly reviews of 
top 2 providers

Use simple plan for 
incident response

Use AUA & simple data 
access restrictions

Improve client side malware 
detection

Conduct post-mortem 
investigations

Conduct quarterly network 
vuln scans
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NIST CYBER SECURITY FRAMEWORK
MATURITY LEVELS

5 – Optimal
4 – Managed
3 – Defined
2 – Acknowledged
1 – Initial
0 – Non-existent

Target score

Policy score

Practice score

Overall Asset Management (ID.AM)

Business Environment (ID.BE)

Governance (ID.GV)

Risk Assessment (ID.RA)

Risk Management Strategy (GV.RM)

Supply Chain Risk Management

Identity Management, Authentication & Access Control (PR.AA)

Awareness & Training (PR.AT)

Data Security (PR.DS)

Information Protection Processes

Maintenance (PR.MA)Protective Technology (PR.PT)Anomalies & Events (DE.AE)

Security Continuous Monitoring

Detection Processes (DE.DP)

Response Planning (RS.RP)

Communication (RS.CO)

Analysis (RS.AN)

Mitigation (RS.MI)

Improvements (RS.IM)

Recovery Planning (RC.RP)

Improvements (RC.IM)

Communication (RC.CO)

0

1

2

3

4

5
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COST BENEFIT ANALYSIS

Current State 
Aggregated

Future State
Data Purge

Future State
Tokenization

$32.7M

$13.6
M

$0

$1
0

$20

$30

$40

Lo
ss

 E
xp

os
ur

e

Annualized Loss Exposure

Data Purge

$13.6M
Risk Reduction

$5.6M
Investment

vs

Tokenization

$32.7M
Risk Reduction

$12.8
MInvestment

vs

Possible Decisions

• Pursue investment based on ROI
• Review Cyber insurance policy
• Accept Risk (no further actions)
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NIST CYBERSECURITY FRAMEWORK SUMMERY

Protect (PR)

142

22

132

PR.AC
Access Control

PR.AT
Awareness & Training

PR.DS
Data Security

30

9

15

9

4

7

4

27

26

17

25

15

5

1

12

1

5

2

12

22

17

14

6

ID.AM
Asset Management

ID.BE
Business Environment

ID.GV
Governance

ID.RA
Risk Assessment

ID.RM
Risk Management Strategy

Identify (ID)

88

21

71

Practices Performed

Practices incompletely Performed

Practices not performed
27
5 43 23

2

NIST CSF Summary
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Implemented Partially Not Implemented

Implemented Partially Not Implemented

Implemented Partially Not Implemented

Implemented Partially Not Implemented

Implemented Partially Not Implemented

Implemented Partially Not Implemented

NIST SP 800-171 Compliance View

0%
0/110

3%
3/11

0

97%
107/11

0

NIST Cyber Security Framework Compliance View

0%
0/87

1
%
1/87

99%
86/87

Manufacturing Profile NISTIR 8183 Compliance View

0%
0/91

2%
2/91

98%
89/91

NIST SP 800-171 Compliance View

44%
48/110

25%
27/110

31
%

35/110

NIST Cyber Security Framework Compliance View

11
%

10/87

17
%

15/87

72%
62/87

Manufacturing Profile NISTIR 8183 Compliance View

21
%

20/95

9%
9/95

70%
66/95

DAY 1 ASSESSMENT DAY 4 ASSESSMENT
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AGILE
ORGANISATION
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T O D A Y

Hierarchical business functions

Team formed slowly over time

Job descriptions, job levels, job titles

Managers “own” teams & people’s 
career

Jobs are “owned” by the manager & 
not shared

People “assigned” jobs by 
management

People rewarded by level, tenure, 
experience

Inclusion, sustainability, diversity

F U T U R E

Projects, squads, teams, shared services

Teams assemble and stop quickly

Assignments, tasks, expert roles

Managers manage projects & “sponsor” 
people

Jobs open in transparent marketplace

People sought out based on skills,
work on multiple projects

People rewarded by outcomes,
reputation, sponsorship

Citizenship, collective thinking, shared 
values

ORGANIZATION 
STRUCTURE:

TEAMS AND PROJECTS:

JOBS AND ROLES:

MANAGERS:

CAREERS:

FLEXIBILITY AND SPACE:

REWARDS:

CULTURE:

Moving to the New Organization Model
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Support services teams – 

optional/as needed – finance, HR, 

marketing, logistics etc.

CustomerGeographic

CustomerBrand

CustomerProduct

CustomerProduct Groups

CustomerCustomer Segment

C-suite executives 

overseeing long-term view

Value Centers with Individual 

Group P&L Responsibility

Value Zone

Group up to 150 people

Agile & Transparent 
Organization 

Structure
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Technology

Processes

Structure People

Workforce Size & Location Model:

Take a mission-oriented approach to 

workforce sizing and location

Reporting Structure:

Simplify and delayer your reporting structure

Role and responsibilities:

Build roles and responsibilities up from the businesses and 

limit HQ to the minimum necessary to run the businesses

Governance:

Streamline decision making

Supporting Systems & Tools

Ensure the enterprise has the right tools to 

support an agile way of working

Architecture Evolution:

Enable the design and evolution of 

architecture base on requirements

Delivery Pipeline:

Automate your testing and integration processes 

to enable fast and continuous delivery 

IT Infrastructure and Operations:

Ensure you have the appropriate infrastructure 

and operations to support rapid changes

Leadership:

Train managers to provide vision, inspire, 

model and coach rather than direct

Talent Management:

Be ready to attract and retain the best talent

Culture:

Challenge existing culture and mind-sets

Informal Networks and Communication:

Create opportunities for employees to form 

organic network across the organization

Team Processes: 

Free up a team’s time to work on value creating activities

Linkage Mechanisms:

Create means for resources from different functions 

to collaborate

Planning & Decision Processes:

Recognize that even the best plans can fail, and design 

planning and decision making to rapidly test and learn

Performance Management:

Structure performance management based on outcomes
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Agile Blueprint:
Tribe Map

TRIBE 1

Cell 1 Cell 2 Cell 3 Cell 1 Cell 2

TRIBE 2 REST OF ORGANIZATION

Discipline

Cross unit discipline

Discipline

Discipline

Self-Managing Cell 01

Self-Managing Cell 02

Flo-to-work Cell

Specialist Cell

Traditional  Department/
Project

Department/Project

Specialist Cell



615 C L U S T I V

Agile Activity Groups: Example

KEY ACTIVITIES

DESCRIPTION

Clear, relevant, and shared strategy 

undertaken with 3 key activities 

integrated within the strategy.

AGILE ACTIVITY GROUP 

Dynamic Strategy Development

CASE STUDY

Company: Your Name Corporation

• A $16 billion consumer finance powerhouse.

• Strategized the 3 elements dynamically.

 A widely shared and well-understood sense of purpose properly 

codified in its mission statement and business model.

 Test and learn as the company’s change friendly identity.

 Strategic intent embraces continuous change. 

 Rapid shift in operation to adjust the aggressiveness of marketing, 

customer support, new product development, or R & D and 

modification of product features.Value-driven purpose and 

business model shared to 

drive behavior. 

Sense of Shared Purpose

01

Clear sense of company’s identity 

and direction stable enough to 

ground the organization.

Change-friendly Identity

02

Current business strategy and 

intent that clarifies how the 

company differentiates itself.

Robust Strategic Intent

03
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Organisational
Development, Transformation & 

Innovation
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Organizational development
•Organizational development
•Framework conditions for organizational 
changes
•Concepts of organizational development
•Organizations in transition
•New forms of organization
•Organizational design
•Problem areas and intervention 
techniques
•Success assessment and transfer

Change Management
•Introduction to change management
•Understanding and shaping change
•Phase models of change management
•Phases of the change process
•Change communication
•Influencing factors and typical mistakes in 
change management
•Operational tools as part of change 
management

Project management
•Fundamentals of Project Management - An 
Introduction
•Project management and organization
•The project framework, the project stages and 
instruments
•Project completion

Collaborative work
•Learn self-directed and collaboratively
•Network and cooperate
•Performance in (virtual) teams
•Communicate, argue and convince
•Recognize conflict potential and handle conflicts
•Self-leadership and personal skills
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Problem: Fewer than half of the reorganization efforts are 
successful

Reorganization initiatives’ ability to reach value creation objectives Key insights:

• In a survey conducted by The Boston 
Consulting Group, almost 80% of the 
respondent companies reported 
under-going a recent reorganization 
exercise.

• However, the survey respondents 
rated fewer than half of the 
reorganization efforts as successful. 
The underlying reason for such a low 
success rate was that all too often, 
the companies’ leaders relied on 
complex organizational frameworks 
that have become outmoded and 
ineffective in today’s business 
environment. 

45%

52%
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Objectives

• Make your strategy happen and boost your company’s performance
• Successfully implement an operating model and organization design initiative with our simple and comprehensive 7-phase 

approach 
• (I) Carry out your business case for change: (1) Situation, key challenge and proposed solution, (2) Project objectives and key 

performance indicators (KPIs), (3) Project scope, approach and team, (4) Key activities and deliverables, (5) Strategic alignment, (6) Value: 
project initial investment, project costs, additional revenue generated, cost savings, cash flows and net present value, (7) Ease of 
implementation 

• (II) Define your operating model and organization design: (1) Capability management, (2) Structure and governance, (3) Culture, (4) 
Talent management, (5) Processes, (6) Technology, (6) Culture

• (III) List your potential initiatives for each pillar
• (IV) Create your business cases and financial models to assess potential initiatives
• (V) Prioritize, plan and implement your projects: (1) Project prioritization, (2) Business roadmap, (3) Governance, (4) Dashboards, (5) 

Project implementation: agile methodology, design thinking and traditional methodology, (6) Continuous improvement (7) Post projects 
evaluation and lessons learnt, (8) Post program evaluation and lessons learnt

• (VI) Define and implement your change management strategy and internal communication strategy: (1) Change management 
strategy, (2) Change management plans, (3) Implementation, tracking and progress management, (4) Effective communication

• (VII) Engage your stakeholders effectively: (1) Stakeholder analysis, (2) Stakeholder engagement strategy, (3) Stakeholder engagement 
detailed plan
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The Operating Model and Organization Design focuses on 6 
components that will help you make your strategy happen

Operating Model and Organization Design
This is how you make your strategy happen

Strategy

Capability 
Management

Structure & 
Governance

Culture

Talent Development Processes Technology
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I. Business Case for Change

II. The 6 Pillars of our Operating Model and Organization Design

IV. Business Cases and Financial Models to assess Potential Initiatives

V. Project Prioritization, Business Roadmap and Implementation

VI. Change Management and Internal Communication

Situation, key 
challenge and 

proposed solution

Project objectives and 
key performance 
indicators (KPIs)

Strategic 
alignment

III. List of Potential Initiatives for each Pillar

Value
Ease of 

implementation
Project scope, 

approach and team
Key activities and 

deliverables

Capability Management Structure & Governance Culture

1. The importance of capability management

2. Desired capabilities

3. Current state and target state of each desired 
capabilities

4. Gap analysis and action plan

1. The importance of structure & governance
2. Structure
3. Roles and responsibilities
4. Governance
5. Workforce size
6. Location model

1. The importance of organizational culture
2. Current culture assessment
3. Culture design principles
4. Highest performing cultures
5. Desired culture
6. Action plan and progress monitoring

Talent Development Processes Technology

1. Identifying high-potential talent

2. Individual development plans

3. Forming talent pools and leadership pipelines 

4. Blended learning for talent development

5. Talent mobility and career pathing

6. Employee retention strategies

1. Business process management essentials
2. Identification of key processes
3. Design principles
4. Current state and target state

1. Design principles
2. IT tools and systems
3. Technologies

VII. Stakeholder Engagement

7-phase approach 
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ORGANIZATION DEVELOPMENT

“A planned systematic process in which applied behavioral science principles 
and practices are introduced into an ongoing organization towards the goals 
of effecting organizational improvement, greater organizational competence, 
and greater organizational effectiveness. The focus is on organizations and 
their improvement or, to put it another way, total systems change. The 
orientation is on action – achieving desired results as a result of planned 
activities. Organization, design and development.
The classic and ambitious approach to OD was described by Bennis (1960) as 
follows: ‘Organization development (OD) is a response to change, a complex 
educational strategy intended to change the beliefs, attitudes, values, and 
structure of organizations so that they can better adapt to new technologies, 
markets, and challenges, and the dizzying rate of change itself.”
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ORGANIZATION DEVELOPMENT

“A planned systematic process in which applied behavioral science principles 
and practices are introduced into an ongoing organization towards the goals 
of effecting organizational improvement, greater organizational competence, 
and greater organizational effectiveness. The focus is on organizations and 
their improvement or, to put it another way, total systems change. The 
orientation is on action – achieving desired results as a result of planned 
activities. Organization, design and development.
The classic and ambitious approach to OD was described by Bennis (1960) as 
follows: ‘Organization development (OD) is a response to change, a complex 
educational strategy intended to change the beliefs, attitudes, values, and 
structure of organizations so that they can better adapt to new technologies, 
markets, and challenges, and the dizzying rate of change itself.”
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Strategic Transformational Priorities-Example
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Organizational Development framework

• Organization development (OD) 
• Change management
• Team building
• Culture change or management
• Total quality management
• Continuous improvement
• Business process re-engineering
• Performance management
• Organizational transformation
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Organizational Development Framework
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Lewin’s Change Management Model
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The distinction between organizational transformation 
and organization development

“Organizational transformation programs are business-led. They focus on 
what needs to be done to ensure that the business performs more 
effectively in adding Organization, design and development value, 
especially for its owners, and achieving competitive advantage. They will 
be concerned with building strategic capability and improving the ways in 
which the business reaches its goals. This means considering what needs 
to be done to ensure that people work and interact well, but they are not 
dominated by the concepts of behavioral science, as was the case in 
traditional OD interventions.”
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Types of transformational change The four types of 
transformational change as identified

• a change in what drives the organization – for example, a change from being 
production-driven to being market-driven would be transformational; 

• a fundamental change in the relationships between or among 
organizational parts – for example, decentralization;

• a major change in the ways of doing work – for example, the introduction of 
new technology such as computer-integrated manufacturing; 

• a basic, cultural change in norms, values or research systems – for example, 
developing a customer-focused culture.
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The transformation program The eight steps required to 
transform an organization have been summed up by 

Kotter (1995) as follows:
1. Establishing a sense of urgency – Examining market and competitive realities – Identifying and discussing crises, potential 

crises, or major opportunities 
2. Forming a powerful guiding coalition – Assembling a group with enough power to lead the change effort – Encouraging 

the group to work together as a team 
3. Creating a vision – Creating a vision to help direct the change effort – Developing strategies for achieving that vision 
4. Communicating the vision – Using every vehicle possible to communicate the new vision and strategies – Teaching new 

behaviors by the example of the guiding coalition
5. Empowering others to act on the vision – Getting rid of obstacles to change – Changing systems or structures that 

seriously undermine the vision – Encouraging risk taking and non-traditional ideas, activities and actions 
6. Planning for and creating short-term wins – Planning for visible performance improvement – Creating those 

improvements – Recognizing and rewarding employees involved in the improvements Organization, design and 
development

7. Consolidating improvements and producing still more change – Using increased credibility to change systems, structures 
and policies that don’t fit the vision – Hiring, promoting and developing employees who can implement the vision – 
Reinvigorating the process with new projects, themes and change agents 

8. Institutionalizing new approaches – Articulating the connections between the new behaviors and corporate success – 
Developing the means to ensure leadership development and succession.
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Type of Change
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Reasons for resisting changes

The shock of the new Economic fears Inconvenience Uncertainty

Symbolic fears Threat to interpersonal relationships Threat to status or skill

Competence fears
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Organizational innovation defined as 
the implementation of a new 
organizational method in:

•company’s business practices,

•workplace organization or

•external relations.

*Organizational innovation is aimed at increasing 
the company’s performance by reducing 
administrative or transaction costs, improving the 
workplace satisfaction and therefore employee’s 
productivity, or even reducing the supply costs.

What is Organisational Innovation?



663 C L U S T I V

What is organizational development? 

“Organizational development is a critical 
and science-based process that helps 
organizations build their capacity to change 
and achieve greater effectiveness by 
developing, improving, and reinforcing 
strategies, structures, and processes.”
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*Academy to Innovate HR
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ODV process

Organization review. To identify what it 
needs - ‘needs analysis’. This uses a range 
of tools and approaches including:
Strategic review.
Future state analysis.
SWOT.
PESTLE.
Quantitative performance targets.
Target Operating Model.

Diagnose the extent to which those needs 
are being met. This is similar to doing a gap 
analysis to identify the difference between a 
current position and the desired future position, 
but uses a range of frameworks or diagnostic 
tools to analyze the situation fully, including:
•ISO.
•Lean / Six Sigma.
•Force Field Analysis.
•Total Quality Management (TQM).
•Organization design frameworks (used as 
diagnostics). For example,
•McKinsey’s 7S model, the Burke Litwin 
framework, or the 5 Star model.

1 2

https://www.cipd.org/en/knowledge/factsheets/swot-analysis-factsheet/
https://www.cipd.org/en/knowledge/factsheets/pestle-analysis-factsheet/
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Deciding what intervention would best 
fit the gap identified, and whether to 
design it or buy it in. ODV's 
multidisciplinary roots means there are 
different types available:
•Human process interventions – coaching, 
mentoring, training, group work, 
facilitation, action learning.
•Techno-structural interventions – Lean / 
Six Sigma, business process re-engineering 
(BPR), outsourcing.
•Human resource interventions – 
performance management, reward and 
motivation, employee surveys, 
psychometrics.
•Strategic interventions – business 
planning, cultural change, transformation 
programmes.

Implement the initiative. It’s always good 
practice to use robust change 
management practices. This will include 
focusing on communication, stakeholder 
involvement, and evaluation metrics. 
Our Transformational change: Theory and 
practice report gives practical action points 
for change interventions in organizations. It’s 
complemented by case studies of 
organizations applying the approaches in 
practice. Evaluating the effectiveness of any 
intervention is also integral to the ODV 
process.

43
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Ambidextrous Organization

An Ambidextrous Organizational 
Structure has three key features– 
• autonomy for the new 

venture, 
• access to the assets of the core 

business, 
• and a shared ambition for 

growth that unifies core and 
explore business.
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Three main versions of the ambidextrous organizational structure

The ambidextrous organizational 
structure has three main 
variations:
 
1. Focused, 

2. Bottom-Up, 

3. and Top Down.

Top-Down

Bottom-Up

Ambidextrous 
Organization 
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Bringing people, Technology and Organization into harmony

Organizati
on

PeopleTechnol
ogy Harmony

An organization’s success depends substantially on the 
innovation capability of its members and of the organization 
as a whole. The coexistence of successful innovations and 
efficient implementation requires flexible and agile 
structures, transformative management concepts, work 
environments that foster productivity, and a corporate 
culture that motivates and inspires.
Designing work systems for the respective organizations, 
helping them plan and implement people-friendly working 
environments that foster high performance. The shared goal 
make organizations more responsive, innovative and 
productive; to create the conditions under which employees 
are motivated and achieve excellence; and to create 
sustainable employment.  
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Kotter’s 8 Step Change Model
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Organization Development Initiatives
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Organization Development Examples
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HR and Talent Management 
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Productivity gap between average performers and high performers Key insights

• In a new era post covid where the war for 
talent is fierce, Human Resources and 
Talent Management have never been 
more important to attract, develop and 
retain top talent.

• According to a recent McKinsey survey, 
superior talent is up to 8 times more 
productive than average talent. In 
other words, the relationship between 
quality of talent and business 
performance is dramatic.

50%

85%

125%

800%

Job with low complexity

Job with medium complexity

Job with high complexity

Job with very high complexity
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Problem: The HR function is often barely contributing to organizational 
performance

% of Fortune 500 executives who agree that their organization… Key insights

• Over the past 10 years, our team of ex-
McKinsey, Deloitte & BCG Management 
Consultants have noticed that, in many 
companies, the HR function was barely 
contributing to organizational performance.

• According to the survey “War for talent” 
conducted by McKinsey, a whopping 82 percent 
of companies don’t believe they recruit highly 
talented people. For companies that do, only 7 
percent think they can keep their talented 
people. More alarmingly, only 23 percent of 
managers and senior executives active on 
talent-related topics believe their current 
acquisition and retention strategies will work.

18%

…recruit highly 
talented people

14%

…know who are high 
and low performers

7%

…retain high 
performers

3%

…develop people 
quickly and effectively
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I. HR and Talent Management Strategy

II. 10 Pillars to reach our HR and Talent Management Strategic Objectives

IV. Business cases and financial models to assess potential projects
V. Project Prioritization, Business Roadmap and Implementation

VI. Change Management, Internal Communication and Stakeholder Engagement

Summary of the 
Corporate and 

Business Strategy

HR and Talent 
Management 

Capability Maturity 
Model

Strategic 
Objectives & KPIs 

to Reach our 
Vision

III. Potential Initiatives for each Pillar

HR Team & Budget Guiding Principles 
Current State And 

Target State

HR and Talent 
Management 

Mission, Vision & 
Values

Capability 
Management

Structure & 
Governance

Culture
Competency 
Management

Recruitment

1. The importance of capability 
management

2. Desired capabilities

3. Current state and target state of 
each desired capabilities

4. Gap analysis and action plan

1. The importance of structure & 
governance

2. Structure
3. Roles and responsibilities
4. Governance
5. Workforce size
6. Location model

1. The importance of organizational 
culture

2. Current culture assessment
3. Culture design principles
4. Highest performing cultures
5. Desired culture
6. Action plan
7. Progress monitoring

1. The importance of competency 
management

2. Competency framework
3. Competency map
4. Competency development
5. Career progression
6. Competency management 

evaluation

Talent Development Mentoring
Performance 
Management

Reward and 
Recognition

Reassignment & 
Termination

1. Identifying high-potential talent
2. Individual development plans
3. Forming talent pools and leadership 

pipelines 
4. Blended learning for talent 

development
5. Talent mobility and career pathing
6. Employee retention strategies

1. Employer branding strategy
2. Recruitment process & strategy
3. AI and automation
4. Inclusive hiring practices
5. Hiring for culture fit
6. Recruitment KPIs
7. Recruitment outsourcing
8. Candidate experience & onboarding

1. Setting up a mentoring program
2. Mentor-mentee matching
3. Mentoring culture
4. Reverse mentoring 
5. Impact of mentoring programs
6. Current trends and innovations in 

mentoring

1. Top 8 models and approaches
2. Implementing OKR framework
3. Feedback and performance 

conversations
4. Leveraging technology in 

performance management
5. Measuring the success of 

performance management plans

1. Setting up a reward and recognition 
program

2. Transparency and equity in reward 
systems

3. Leveraging technology for reward 
management

4. Evaluating the impact of reward 
and recognition programs

1. Strategies for employee 
reassignment

2. Termination processes and 
protocols 

3. Managing downsizing and layoffs
4. Legal and ethical considerations

HR Analysis
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DIGITAL 
TRANSFORMATION
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BUDGET ALLOCATION

15%22%

13%9%

16%10%

16%17%

17%18%

Cloud Migration for IT

LOT Devices

Upgrading Networks

Data Analytics

Improve Security

Primary investment Secondary investment

Large portion of the Budget of IT 
Transformation has been allocated 
to cloud migration of data1
Data analytics will have low 
expenditure in the budget2

KEY 
TAKEAWAYS

Total Budget : $451,000
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TRANSFORMATION READINESS

Not Started

Implementation underway

Implementation Planned

Under Consideration

Broadband 
Toolkit

Business 
Planning 

Assessment
Market 

Assessment
Community 
Readiness

Economy 
Feasibility

Digital 
Economy 
Demand

Digital Transformation 
Stage
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MANAGEMENT: BOARD & STAKEHOLDERS

CORE FUNCTIONS

RISK &
 CO

M
PLIAN

CE
GR

O
W

TH
 &

 O
PE

RA
TI

O
N

S

TRANSFORMATION MAPPING

● Contract 
management

● Regulatory 
compliance

● Data privacy

● Security and fraud
● Controls vs. 

performance
● Revenue recognition/settlements

● Self-reporting env.

● Billing systems● Capital spend

● New processes and systems 
required

● Digital business KPIs

● Service pricing/packaging

VALUE PRESERVATION

STRATEGIC GROWTH

Digital
Agenda

● Unique content

● Changing consumer needs

● Talent management

● Share of wallet ● Strategic partners

● Distribution channels

● New business models (content monetization)

● Licensing and rights management ● Piracy

● Content access and storage

● Digital org. structure

● Changing technology

● Cost of content

● Technology platforms
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IMPLEMENTATION PLAN

Implementation 
Readiness Stage 
Gate Review

• Review and validate implementation readiness outputs
• Facilitate Phase 1 Go/No-Go decision

Executive Boot Camp
• One-day Executive team workshop to align executive 

understanding and expectations
• Knowledge of ERP implementation best practices

WORKSTREAM KEY ACTIVITY

Project Strategy 
Articulation

• Translate executive team’s vision into specific ERP 
project goals, objectives, and measures

• Drive Decision-making to address areas of misalignment

Stakeholder 
Assessment/ Plan

• Assess level of alignment and buy-in
• Identify potential sources of resistance

Business 
Decisions/ Ops 
Alignment

• Facilitate key operational decisions among executive 
team

• Engage, create awareness and buy-in

Executive/
Management 
Comms

• Define “top-down” communications plan
• Execute executive team and management 

communications

Ensure executive alignment1
KEY OBJECTIVES

Reassure clarity of vision2
Translate executive vision into 
specific project goals and 
objectives3
Define project governance 
processes4
Engage the executive team and 
create ownership5
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IMPLEMENTATION TIMELINE

Q1 Q2 Q3 Q4 Q1 Q2 Q3 Q4

Task Task Task

Task

Task Task

Task Task

Task

QUICK WINS DEEP IMPROVEMENT ADDITIONAL WINS

2024 2025

Accounting 
Management and 
Administration

Production

Purchasing

Process Optimization and 
change management 
project
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COMPANY PROFILE
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CLUSTIV 

As the leading company in the tech industry with 
a passion for innovation and excellence, CLUSTIV 
has become a brand name in the tech world, 
known for its groundbreaking products and 
services. 

With a team of highly skilled professionals, 
CLUSTIV is committed to delivering cutting-edge 
solutions that transform the way people live, work 
and play. 

2 0 2 1

2 0 2 2

2 0 2 3

HISTORY
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At CLUSTIV, our mission is to be the leading 

innovator in the tech industry, providing 

solutions that enhance people's lives and 

empower them to achieve their full potential. 

MISSION

At CLUSTIV, our mission is to 
be the leading innovator in 

the tech

VISION

At CLUSTIV, our mission is to 
be the leading innovator in 

the tech

VALUES

At CLUSTIV, our mission is to 
be the leading innovator in 

the tech

CLUSTIV 

MISSION
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OUR SOLUTION APPROACH

By offering tailored solutions that are designed to meet the unique needs of each client, Companies can 
provide unparalleled value and help its clients achieve their goals.

Response

Prevention

Analytics

Collaboration

Intelligence

Detection
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Intuitive management 
platform

Real time progress 
tracking

Automated reminders 
and alerts

Customizable 
requirement and scope

Time saving per task

+30%

Completed tasks

+50%

Project completion rate

+25%

Employee satisfaction

+70%

KEY PRODUCT 
BENEFITS
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OVER
$3 BILLION

Our product allows clients to gain a deeper understanding of 

customers' needs and behaviors, leading to better satisfaction 

and loyalty. Many top global firms have already used this to 

drive profitability.

200+
Independent 

Member Firms

620
Offices

110
Countries

300+
Special Interest 

Groups

In combined revenue generated for our 
enterprise users
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YEAR 2
AI-powered predictive analytics

YEAR 1
AI-enabled smart customer service

YEAR 3
Predictive maintenance solution

YEAR 4
AI-powered fraud detection

YEAR 5
Smart home virtual assistants

UPCOMING DEVELOPMENTS
To allow our customers make better informed decisions, our company is developing and 
will the launching more AI-enabled features, products, & services in the near future. 
Here’s a sneak peak on what’s in the works.
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GLOBAL PRESENCE AND TALENTS

Major Serving
Locations Headquarters Offices Partners

Operating from 
10+ Locations

20+ Partners across 
the globe

Offers Worldwide 
services in more than 
15 countries

7,500
Employees worldwide 
delivering industry 
expertise, top service, 
& breakthrough ideas
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CONTACT US
A D D R E S S
Prager Str. 5
82008 Unterhaching, 
Germany

P H O N E
+49 1748151157

E M A I L
Sushil.pandey@clustiv.com

S O C I A L
http://www.twitter.com/Clustiv
http://www.Linkedin.com/Clustiv

W E B S I T E
http://www.clustiv.com
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LEADERSHIP & ORGANISATIONAL 
CULTURE
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Leadership Model
Leadership Principals

Collective 
Leadership

Just
Leadership

Adaptive 
Leadership

Transformational 
Leadership
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Leadership Model
Transitional Leadership Model

CCommunicate And Cultivate Improved 
Relations HHumility within Authority 

and Power

G

AAwareness and Authenticity of self 
and other NNavigate Complex and Dynamic 

Challenges

Gain and Embrace Multiple and New 
Perspectives EEmpower Strength and Action in Self 

and others
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Leadership Model

Pillars Of Leadership Model

04

03

02

01

05

A Driving Force

Strong Root In The 
Community

Connect Across Lines
That Divide

Bold Ideas, Bold Action

Pay It Forward
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The Trait Model

The Behaviour Model

Fiedler's contingency 
Model

Transactional 
Leadership

House's path goal 
theory

Transformational 
Leadership

Leadership Model
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Leadership

Develop Capacity

Focus Intentions

Assure 
Expectation

Strengthen Culture

TRAITS
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Leadership Model
Leadership Principals

Collective 
Leadership

Just
 Leadership

Adaptive 
Leadership

Transformational 
Leadership
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Self-aware Leadership

ExampleTemplate
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PROBLEM STATEMENT WORKSHEET

• Who does the problem 
impact and involve?

• What does the problem 
impact? What are the 
drivers of the problem?

• Why is solving the problem 
important to stakeholders 
and the business?

• Where does the problem 
reside or have impact? 

• When did the problem 
begin? When does the 
problem need to be solved 
by? 

• How was the problem 
created? How can the 
problem be solved? 

KEY QUESTIONS ANSWERS
• xx

• xx

• xx

• xx

• xx

• xx

WHO?

WHAT?

WHY?

WHERE?

HOW?

WHEN?

?

PROBLEM 
STATEMENT

• xx
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McKinsey’s 7-step problem solving approach
Process

Communication 
with the client

Iterative problem 
solving

Com
m

unication 
w

ith the client

Iterative problem
 

solving

Problem
1. Define 
Problem

2. Structure 
problem

3. Prioritize 
issues

7. Present findings & 
recommendations 

effectively

6. Synthesize 
findings & develop 
recommendations

5. Conduct 
analyses

4. Plan analyses 
and w

ork

Think impact – What are 
we trying to answer?

Think disaggregation & early 
hypotheses – What could be 
the key elements of the 
problem?

Think “Buy in” – How to 
convince decision makers?

Think speed – Which issues 
are most important?

Think 'so what’ & potential 
solution – What implications 
do our findings have for the 
company ? What should the 
Co. do?

Think evidence – What are 
we trying to prove

Think efficiency – Where and 
how should the team spend 

its time?
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McKinsey’s 7-step problem solving approach
Consideration

• Who will be affected?

• Whom do we need to engage?

• Whom do we need to inform?

• What do we want this group or individual to think or do?

• What can they do to support our objectives?

• How can we minimize any potentially negative impact?

• What issues do they have regarding the project/business?

• What values and motivations can we build on?

• What values and motivations may cause conflict?

• What could we do or say that would resolve their issues?

• What communication approaches would work best with them?

Stakeholders

What do we need 
from them?

Where are they?

What do they need 
from us?

Stakeholder Analysis1. Iteration: The problem-solving 
process is not linear. You should 
focus on developing early solutions 
and iterating them throughout the 
process. Regular, thoughtful 
iteration saves time and leads to 
stronger solutions.

2. Communication/syndication: 
Effective communication and 
syndication are vital during 
problem-solving. Engage in co-
creation with senior clients and 
stakeholders to sharpen the 
solution, identify issues, and 
ensure client ownership. As you 
work through the process, expand 
stakeholder analysis to understand 
their expectations, values, 
motivations, and effective 
communication mechanisms.
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1. Define Problem
Overview and framework

The "Define problem" step involves clearly identifying the core issue that needs to be addressed. This is achieved by understanding the client's 
objectives and desired outcomes, as well as the context in which the problem exists. To ensure the team focuses on the most critical aspects of the 
problem, the problem statement should be specific, measurable, action-oriented, relevant, and time-bound (SMART).

Framework - Problem Statement Worksheet

The Problem Statement Worksheet serves as a crucial tool for teams to clearly define 
and understand the problem they are trying to solve. It encourages a structured 
approach to problem definition and helps prevent scope creep. The worksheet 
comprises the following key elements:

1. Basic question to be resolved: Define the central issue that must be addressed to 
deliver exceptional client impact. The question should be SMART: specific, 
measurable, action-oriented, relevant, and time-bound.

2. Context: Describes the client's situation and challenges, such as industry trends 
and their position within the industry – e.g., industry trends, relative position in 
the industry.

3. Criteria for success: Defines success for the project. Must be shared by client and 
team and must include relevant qualitative and quantitative measures – e.g., 
impact and impact timing, visibility of improvement, client mindset shifts.

4. Scope of solution space: Indicate what will and will not be included in the study – 
e.g., international markets, research and development activities, uncontrolled 
corporate costs.

5. Constraints within solution space: Define the limits of the set of solutions that 
can be considered – e.g., must involve organic rather than inorganic growth.

6. Stakeholders: Identify who makes the decisions and who else could support (or 
derail) the study – e.g., CEO, division manager, SBU manager, key outside 
influencers.

7. Key sources of insight: Identify where best-practice expertise, knowledge, and 
engagement approaches exist (internal and client) – e.g., practice experts, EM 
guides, practice databases.
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1. Define Problem
Problem statement worksheet - Example

Basic question

"How can XYZ Pharmaceuticals improve its product pipeline and increase its revenue by 25% within the next three years?"

Context
XYZ Pharmaceuticals operates in a competitive market with increasing regulatory 
pressures, patent expirations, and emerging competition from biosimilars. The 
company has faced a decline in R&D productivity and a few recent late-stage clinical 
trial failures.

Scope for solution space
The study will focus on XYZ Pharmaceuticals' global operations, targeting R&D 
process improvements, portfolio optimization, and strategic partnerships, while 
excluding manufacturing and supply chain operations.

Stakeholders
The key stakeholders for XYZ Pharmaceuticals include the CEO, Chief Scientific Officer 
(CSO), R&D directors, heads of therapeutic areas, and regulatory affairs managers.

Criteria for success
Success for XYZ Pharmaceuticals includes a 25% increase in revenue, an improved 
and diversified product pipeline, reduced time-to-market for new drugs, and a shift 
towards a more innovative and data-driven R&D culture within the organization.

Constraints within solution space
Solutions must prioritize organic growth, such as improving R&D processes and 
collaboration with academia and startups, while considering strategic partnerships 
and licensing deals rather than large-scale acquisitions.

Key sources of insight
Sources of insight for the study include pharmaceutical industry experts, R&D 
process improvement specialists, the McKinsey EM guide on pharma strategy, 
proprietary databases on drug development success rates, and external publications 
on best practices in pharmaceutical R&D
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Can you take 5 minutes to list the main verbal “communication killers” you 
hear on a weekly basis?

Ordering"You must work together..."

Threatening"You better..."

Moralizing"It is your responsibility..."

Advice-giving"If I were you..."

Judging
“You are still too new... 
inexperienced..."

Interrogating"Why did you...?"

Ridiculing“Can you stop crying like a baby…”

Interpreting"Your problem is..."

Verbal Communication Killers Hidden Meaning
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If you had a real conversation with one of your subordinates, what kind of non-verbal 
communications would you use to encourage them to openly discuss and express their 
feelings?

S Sit facing the other person squarely

O Adopt an open posture when you are talking

L Lean towards the other person

V Make sure your voice qualities like tone, pitch, and loudness are 
appropriate to the conversation

E Use good eye contact

R Try to be Relax. It will help the other person to relax too and show that 
you are comfortable listening to them
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What are the 2 main types of questions you can ask? Describe the 
advantages and disadvantages of each type of question

Closed questions and open questions:

Closed questions Open questions

Closed questions start with “Is”, “Are”, “Do”, “Does”,…:

• Do you like your new role?

• Is this your first experience as a manager?

They can be answered by a single word such as “Yes” or 
“No” 

Open questions start with “Why”, “When”, “How”, 
“What”…:

• How do you feel about this whole situation?

• What can I do for you?

They promote open-mindedness and invite many 
answers or possibilities

These questions are good 
for obtaining specific 
information and clarifying 
issues

These questions do not 
encourage a person to talk 
openly and do not provide 
you with adequate material 
to work with

Advantage Disadvantage

These questions stimulate 
exploration of concepts 
and ideas and facilitate 
creative and critical 
thinking

You may receive 
unnecessary information

Not appropriate if you have 
a tight timeframe

Advantage Disadvantage
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It is also very important to learn how to communicate differently depending on the 
person’s style

According to MBTI, people can be categorized as:

Extrovert Introvert

Sensing Intuition

Thinking Feeling

Judging Perceiving
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Preparing for negotiation
2. Identify ZOPA (Zone of possible agreement) - Example

ZOPA stands for "Zone of Possible Agreement", which is the range of potential outcomes that is acceptable to both 
parties in a negotiation. Essentially, it is the area where the interests of both parties overlap, and a mutually beneficial 
agreement can be reached.

Scenario
A buyer is negotiating with a 
supplier over the price and 
delivery time of a batch of raw 
materials.

Buyer's position
• Wants to pay no more than 

$10,000 for the raw materials
• Needs delivery within 2 weeks

Supplier's position
• Wants to sell the raw 

materials for $12,000
• Can deliver within 4 weeks

Possible outcomes that fall in ZOPA

• The buyer and supplier agree to a price 
between $10,000 and $12,000 and a 
delivery time between 2 and 4 weeks

• The buyer agrees to purchase the raw 
materials for $11,000 and the supplier 
agrees to deliver within 2 weeks

• The buyer agrees to purchase the raw 
materials for $10,500 and the supplier 
agrees to deliver within 3 weeks

ZOPABuyer Supplier

Possible outcomes in favor of 
buyer

• The supplier agrees to sell the 
raw materials for $10,000

• The supplier agrees to deliver 
the raw materials within 2 
weeks

• The supplier agrees to sell the 
raw materials for less than 
$10,000 and/or deliver within 
2 weeks

Possible outcomes in favor of 
supplier

• The buyer agrees to 
purchase the raw materials 
for $12,000

• The buyer agrees to accept 
delivery in 4 weeks

• The buyer agrees to 
purchase the raw materials 
for more than $12,000 
and/or accept delivery in 4 
weeks
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What is the Johari Window exercise?
• The Johari Window model is a simple and useful tool for illustrating and improving self-awareness and mutual 

understanding between individuals within a group

• The Johari Window model includes 4 quadrants:

3.Hidden area 4.Unknown area

1.Open area 2.Blind area
What is known by the person about 
themselves and known by others 
(behavior, feelings, knowledge, 
experience, skills, views, etc.)?

What is unknown by the person about 
themselves but that others know?

What does the person know about 
themselves that others do not know?

What is unknown by the person about 
themselves and unknown by others?
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Why is it important to define your mission, vision, values, and goals?

Your mission will help you to have a rough understanding of 
who you want to beMission

Vision

Your values will guide your behaviorsValues

Your short-term goals will help you to track your progress 
towards your visionGoals

Your vision will help you to have a rough understanding of 
what you want to achieve in the long run By being clear on these 4 

blocks, you will give more 
meaning to your life and 
help your subconscious 

mind to help you
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Description of the Denison organizational culture model

Custo
mer fo

cu
s

Organizational 

learning 

Strategic direction & intent

Goals & 

objectives

Vision

Co
or

di
na

tio
n 

&
 

in
te

gr
ati

on

Agre
ement

Core values

Cr
ea

tin
g 

ch
an

ge
Em

po
w

er
m

en
t

Capability development

Team 
orientation

Beliefs and 
assumptions

Adaptabilit
y

Consis
tency

M
ission

Involvement

Internal focus

External focus

StableFlexible

Mission
Direction, purpose, & 

blueprint

“Do we know where
we are going?”

Consistency
Systems, Structures,

& Processes

“Does our system 
create leverage?”

Adaptability
Patterns, trends, & market

“Are we listening to the 
marketplace?

Involvement
Commitment, Ownership,
& Responsibility

“Are our people aligned
and engaged?
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Description of the Organizational Culture Inventory (OCI)
Human Synergistics uses a Circumplex tool, called Organizational Culture Inventory (OCI), which 
provides a way to see, measure and change the thinking and behavioural styles proven to drive the 
performance of not only individuals, but also groups and organizations. It enables you to use a 
common language and visual model for development across 5 levels:

• Individual: Thinking and behavioural styles of leaders and other key members
• Leader/Manager: Impact of leaders/managers on the styles of the people around them
• Group: Interaction styles of members of problem-solving groups
• Organization: Organizational culture in terms of values (ideal) and behavioural norms(current)
• Customer: Styles exhibited by service providers when interacting with customers

The Organizational Culture Inventory is one of the most widely used organizational culture diagnostic 
tools.

The OCI frameworks was developed by Robert A. Cooke and J. Clayton Lafferty, the OCI provides an 
assessment of the operating Culture in terms of the behaviors that members believe are required to 
"fit in and meet expectations" within their organization.

This model measures 12 sets of behavioral norms associated with three general types of organizational 
cultures:

1. Constructive culture: They are the organizations that encourage healthy interaction amongst the 
employees.

2. Passive/defensive culture: In the passive culture, the employees behave in a way contrary to the 
way they feel is correct and should be ideal way.

3. Aggressive/defensive culture: In the aggressive culture, organizations promote competition 
amongst the employees. They encourage the employees to compete against each other so that 
each one performs better than his fellow worker.

Source: https://www.humansynergistics.com/blog/constructive-culture-blog/details/constructive-culture/2020/09/15/there-is-a-right-culture!
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Description of the Hofstede's cultural dimensions theory
Hofstede's cultural dimensions theory is a framework for cross-cultural communication, developed by Geert Hofstede. It shows the effects of a 
society's culture on the values of its members, and how these values relate to behaviour, using a structure derived from factor analysis. Researchers 
assess individual cultures on each dimension on a scale of 1-100. This allows for comparison of cultures based upon the individual dimensional 
scores.

LOW HIGH

Power distance

Collectivism vs. individualism

Uncertainty avoidance index

Femininity vs. masculinity

Short-term vs. long-term orientation

Restraint vs. indulgence

Egalitarian Embraces hierarchy

Collectivist Individualist

Comfortable with uncertainty

Nurture important Power important

Traditional and short-term Futuristic and long-term

Normative repression Satisfaction is good

Uncomfortable with uncertainty



720 C L U S T I V

Description of the Cultural Web Diagram
The Cultural Web Diagram is made up of six interrelated elements that make up the 
model of the work environment:
1. Stories and myths: These are the past events and people talked about inside and 

outside the company. They reflect the core values and underlying assumptions of 
our culture.

2. Rituals and routines: These are the daily behavior and actions of people that signal 
acceptable behavior. This determines what is expected to happen in given 
situations, and what is valued by management.

3. Symbols: These include logos, offices, titles, or even the type of language used, 
that convey meaning about the organization.

4. Organizational structure: This includes both the structure defined by the 
organization chart, and the unwritten lines of power and influence that indicate 
whose contributions are most valued.

5. Control systems: The ways that the organization is controlled, including financial 
systems, quality systems, and rewards.

6. Power structures: The pockets of real power in the company. This may involve one 
or two key senior executives, a whole group of executives, or even a department.

By analyzing these elements, we can paint a picture of the shared assumptions 
and 'unwritten rules' that shape our behavior, perceptions, and attitudes within 
the organization.

We can then compare this picture with our desired culture to identify areas of 
alignment and misalignment. This gives us a roadmap for cultural transformation, 
guiding us in changing the elements that don't align with our vision.

Ritual & 
routines

Stories & myths

Symbols
Power structure

Organization 
structures

Control system

The 
paradigm
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Governance model to define and implement our Target Operating 
Model and Organization Design

Program Portfolio Director
Insert name

Program Manager Structure 
& Governance
Insert name

Program Manager Talent 
Management
Insert name

Program Manager Processes 
Insert name

Program Manager 
Technology
Insert name

Program Manager Culture
Insert name

Program Manager Capability
Insert name

Executive Sponsor 
CEO

Project [insert project name]: 
• PM: Insert name
• CM: Insert name
• SMEs: Insert names

Project [insert project name]: 
• PM: Insert name
• CM: Insert name
• SMEs: Insert names

Project [insert project name]: 
• PM: Insert name
• CM: Insert name
• SMEs: Insert names

Project [insert project name]: 
• PM: Insert name
• CM: Insert name
• SMEs: Insert names

Project [insert project name]: 
• PM: Insert name
• CM: Insert name
• SMEs: Insert names

Project [insert project name]: 
• PM: Insert name
• CM: Insert name
• SMEs: Insert names

Project [insert project name]: 
• PM: Insert name
• CM: Insert name
• SMEs: Insert names

Project [insert project name]: 
• PM: Insert name
• CM: Insert name
• SMEs: Insert names

Project [insert project name]: 
• PM: Insert name
• CM: Insert name
• SMEs: Insert names

Project [insert project name]: 
• PM: Insert name
• CM: Insert name
• SMEs: Insert names

Project [insert project name]: 
• PM: Insert name
• CM: Insert name
• SMEs: Insert names

Project [insert project name]: 
• PM: Insert name
• CM: Insert name
• SMEs: Insert names

Project [insert project name]: 
• PM: Insert name
• CM: Insert name
• SMEs: Insert names

Project [insert project name]: 
• PM: Insert name
• CM: Insert name
• SMEs: Insert names

Project [insert project name]: 
• PM: Insert name
• CM: Insert name
• SMEs: Insert names

Project [insert project name]: 
• PM: Insert name
• CM: Insert name
• SMEs: Insert names

Project [insert project name]: 
• PM: Insert name
• CM: Insert name
• SMEs: Insert names

Project [insert project name]: 
• PM: Insert name
• CM: Insert name
• SMEs: Insert names

Caption:
PM: Project Manager
CM: Change Manager
SMEs: Subject Matter Experts

Please note that a program portfolio includes multiple 
programs, and a program includes multiple 
projects/initiatives
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Stakeholders Mapping

Executive Committee

Impact on Stakeholder
Extent to which the project will impact this group/person

Maintain Confidence

Keep Informed

Collaborate

Monitor and Respond

Stakeholder’s 
Influence

Extent to which this 
group or person’s buy-
in is needed to move 

forward

Who must be in contact 
with each stakeholder?

John

Raphael

Jean

High

Low High

Senior Management

Shareholders Trade Associations

Executives Customers of product A

Business line AT GM Emerging Tech heads 

Press Government

Government Insert Stakeholder Group name 
or Stakeholder name

Customers of product B Suppliers

Insert Stakeholder Group name 
or Stakeholder name

Insert Stakeholder Group name 
or Stakeholder name
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This level describes a poorly-
aligned function and has 
characteristics of non-
documented strategies as well as 
a reliance on manual documents 
and excel sheets. 

Talent shortage, low motivation, 
poor workforce performance, 
and rare instances of training and 
development are usual attributes 
in an organization at this maturity 
level.

An organization at this level has 
informal policies for workforce 
and HR function and starts 
focusing on developing the skill 
sets of the workforce. 

It is also at an early stage of 
realization that they should have 
properly documented processes 
with guiding principles, deploying 
trained HR people to carry out HR 
processes. 

Work overload, workplace 
distraction, poor communication, 
and poor morale are a few 
characteristics of this level.

Workforce practices are 
consistent, documented, and 
linked to the strategic objectives 
of the organization. 

Workforce competencies 
development gets priority and 
workforce performance is aligned 
to key business activities. 

Overall, HR practices are now 
mature enough to give 
organizations competitive 
advantages.

Organizations at this level have 
achieved the dynamics of reform, 
transform, and perform. 

HR-managed practices are now 
stable and employee 
engagement levels are high 
enough to motivate them to 
perform well. 

There is a quantitative 
measurement of performance 
that helps in the prediction of 
capability for performing work. 

Learning and development are at 
their peak, triggering 
improvements and 
breakthroughs. 

The HR team at this stage has 
long-term and short-term 
strategies cascaded from the 
organization’s strategy. 

They are now equipped to create 
world-class employee 
experiences. 

Continuous improvement, 
creativity, innovation, and 
thereby, competitive niche are 
the characteristics at this stage. 

Organizations at this level have 
many HR processes that can be 
considered at the benchmark 
level.

HR and talent management capability maturity assessment
Current state

Level 1 - Initial Level 2 - Managed Level 3 - Defined Level 4 - Predictable Level 5 - Optimized

Current state
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This level describes a poorly-
aligned function and has 
characteristics of non-
documented strategies as well as 
a reliance on manual documents 
and excel sheets. 

Talent shortage, low motivation, 
poor workforce performance, 
and rare instances of training and 
development are usual attributes 
in an organization at this maturity 
level.

An organization at this level has 
informal policies for workforce 
and HR function and starts 
focusing on developing the skill 
sets of the workforce. 

It is also at an early stage of 
realization that they should have 
properly documented processes 
with guiding principles, deploying 
trained HR people to carry out HR 
processes. 

Work overload, workplace 
distraction, poor communication, 
and poor morale are a few 
characteristics of this level.

Workforce practices are 
consistent, documented, and 
linked to the strategic objectives 
of the organization. 

Workforce competencies 
development gets priority and 
workforce performance is aligned 
to key business activities. 

Overall, HR practices are now 
mature enough to give 
organizations competitive 
advantages.

Organizations at this level have 
achieved the dynamics of reform, 
transform, and perform. 

HR-managed practices are now 
stable and employee 
engagement levels are high 
enough to motivate them to 
perform well. 

There is a quantitative 
measurement of performance 
that helps in the prediction of 
capability for performing work. 

Learning and development are at 
their peak, triggering 
improvements and 
breakthroughs. 

The HR team at this stage has 
long-term and short-term 
strategies cascaded from the 
organization’s strategy. 

They are now equipped to create 
world-class employee 
experiences. 

Continuous improvement, 
creativity, innovation, and 
thereby, competitive niche are 
the characteristics at this stage. 

Organizations at this level have 
many HR processes that can be 
considered at the benchmark 
level.

HR and talent management capability maturity assessment
Target state

Level 1 - Initial Level 2 - Managed Level 3 - Defined Level 4 - Predictable Level 5 - Optimized

Current state Target state

Workshops, interviews and surveys will help you assess the 
current state and target state of your organization. 

Your target state does not have to always be the level 5. 
Your target state will depend on your current state and 
how critical HR and talent management is for your 
organization.



726 C L U S T I V

Skill gaps need to fill in

Competency map

Customer-Facing Competencies

Insert 
competency 

name

Operations Competencies Support Functions Competencies

Insert 
competency 

name

Analysis and 
AI

Insert 
competency 

name

Insert 
competency 

name

Insert 
competency 

name

Insert 
competency 

name

Insert 
competency 

name

Insert 
competency 

name

Insert 
competency 

name

Insert 
competency 

name

Insert 
competency 

name

Manufacturing 
design

Insert 
competency 

name

Insert 
competency 

name

Supply chain 
Strategy

Insert 
competency 

name

Insert 
competency 

name

Insert 
competency 

name

Insert 
competency 

name

Program and 
product 

management

Insert 
competency 

name

Insert 
competency 

name

Insert 
competency 

name

Insert 
competency 

name

Insert 
competency 

name

Insert 
competency 

name

Tech Support
Insert 

competency 
name

Insert 
competency 

name

Insert 
competency 

name

Insert 
competency 

name

Insert 
competency 

name

Insert 
competency 

name

Insert 
competency 

name

Insert 
competency 

name

Skill gapsCaption:

Then we asked our managers to identify people who can fill those gaps now, or talented individuals who can be developed to fill these gaps in the future.
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Strategic Business Plan

01

Vision Plan Optimization

02

03

04

Align Diagnos Execution

05

06

Behavior and 
communication

Diagnostic, SWOT 
and CSFs

Vision, Values 
and Culture

Goals, strategies, 
action and KPIs

Priorities, Accountability 
& Communications

Continuous Review 
& Revision
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Business Growth Secrets

Business Unit 1
Capturing partnerships quickly to gain 
market share.

01

Business Unit 2
Diversifying product portfolio by 
inorganic growth in greener 
technologies.

02

Business Unit 3
Expanding business services in 
emerging technologies.

03

Business Unit 4
Parentship with governments and 
academia by using security solutions.

04

45%

29%
13%13%
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SCALE UP AND SCALE DOWN
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Scale Up Preparation
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10 Points Scale Up Business PlanPrepare Start Up to Scale Up
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Scale Up Plan
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Scale Up Plan
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A 5 Scale Up Business 
Barriers
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Scale Up Strategy
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Advantage of Scale Up Strategy
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Scaling Up Framework
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Business long term strategy for growth
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Strategies to save cost

Reduce Cost

Obtain Efficiency

Use Outsourcing

Reduce Cost

Scan & Start
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Management Team

Return On Investment (ROI)

Adaptability and Resilience

Market Opportunity

Communications
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Scale Up Business Model
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Growth Matrix
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Revenue Stream Model



744 C L U S T I V

Scale up – scale deep – 
scale out – scale down

capacity building: doing ‘more’
 e.g. raising the production, serving more 
people,  launching new products/services, 
geographical enlargement,… Branching, 
mergers and takeovers, a joint venture 
partnership and franchising are other strategies 
to scale up and to grow your impact.

scale deep are being exemplary and getting 
the media on your side. A system shift to 
happen needs some inspiration. For this 
reason, you act exemplary and carry out your 
story. Take advantage of digitalization that has 
led to knowledge being shared at an 
enormous speed and get the media on your 
side.

Motivate change by sparking the public debate. 
This can be done through lobbying, writings, 
lectures, partnerships, influencing policy and the 
effect of social media,… For sure, government 
adoption can grow impact substantially. Imagine 
your idea being institutionalized. Reaching out to 
private as well as public actors often requires 
specific skills and as an organization, you might 
need to change your business model so that 
specific skills and networks can get involved to 
achieve deep scaling. 

Scaling out is basically making your impact 
transferrable. By scaling out, you enable 
others to contribute to the impact It’s 
important to first check to what extent you 
are ready to give control away

SCALING DOWN can be necessary to grow your 
impact. For every door that closes, you can win 
time to grow your impact. Find out if there is a 
loss of focus: which activities or interventions 
do not make a difference and should you stop, 
so that you can focus more on those activities 
that make a difference.

External 
barriers

Leaving the legacy 
by Impacting the 
hidden growth.

4
3
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CUSTOMER EXPERIENCE 
&

DESIGN THINKING
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1. Empathize 3. Ideate 4. Protype2. Define 5. Test

Gain an empathic 
understanding of our users

Define the key problem we 
are trying to solve

Generate a range of ideas 
to solve the problem

Build prototypes for a 
range of our ideas

Return to our users for 
feedback

Objective

Activities

1. Customer journey

2. User personas

3. Empathy map

4. Five whys

5. Five WH questions

6. Affinity mapping

7. Card sorting

8. Landscape review

9. Problem statement

10.Value proposition

1. Define success

2. Ideation constraints

3. “How might we” questions

4. Ideation workshop

5. Brainstorming

6. Mind mapping

7. Sketching

8. Crazy 8s

9. Design sprint

10.NABC

11.Idea evaluation

1. Sketching

2. Storyboarding

3. Low-fidelity prototyping

4. Co-creation workshops

5. High-fidelity prototyping

6. Role-playing

7. Proof of concept

8. Minimum viable product

1. Testing sheet

2. Heuristic evaluation

3. Usability testing

4. Accessibility testing

5. A/B testing

6. Eye tracking

7. Heatmaps

8. Performance testing

9. Feedback capture grid

1. Project canvas

2. Stakeholder management

3. Research plan

4. Desktop research

5. User interviews

6. Focus groups

7. Shadowing

8. DILO (day in the life of)

9. Contextual inquiry

10.Diary study

11.Ethnographic research

12.Emotional response cards

13.Surveys

14.Expert interviews

15.Service safari

I. Customer Experience Strategy

Summary of the Corporate 
& Business Strategy

Current & Target Customer 
Experience Maturity Levels

Customer Experience 
Vision, Mission & Values

Strategic Objectives & 
KPIs to reach our Vision

Customer Experience 
Team & Budget

Initiative Prioritization & 
Business Roadmap

Customer Segments & 
Customer Journeys

Design Thinking Process to implement Initiatives
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Customer experience is increasingly becoming a top priority for 
companies, as it helps improve business performance

 10-20%

Improvement in customer 
satisfaction

 10-15%

Increase in sales conversion

 20-50%

Lower cost to 
serve

Source: Customer experience | McKinsey & Company
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Customer Experience Maturity Model

Dimension Level 1 - Basic Level 2 - Medium Level 3 - Good Level 4 - World-class

Strategic alignment
No formal effort to align customer 
experience with the corporate and 
business strategy

Limited alignment between customer 
experience and the corporate and 
business strategy

Strong alignment between customer 
experience and the corporate and 
business strategy

Very strong alignment between customer 
experience and the corporate and 
business strategy

Customer 
Experience Strategy

No formal customer experience 
strategy Basic customer experience strategy Advanced customer experience 

strategy
Sophisticated and comprehensive 
customer experience strategy

Process to improve 
customer 
experience

No formal process Basic process
Advanced process such as the Design 
Thinking process. But only the customer 
experience team master the process.

Advanced process such as the Design 
Thinking process, which is integrated 
across the organization

Organization No dedicated customer experience 
team

Small dedicated customer experience 
team

Medium-sized dedicated customer 
experience team

Big dedicated customer experience team 
that directly report to the executive 
committee

Culture Customer-centricity is barely 
ingrained in the culture

Customer-centricity starts to be ingrained 
in the culture

Customer-centricity is ingrained in the 
culture

Customer-centricity is deeply ingrained in 
the culture

Understanding of 
customer needs

Limited understanding. No formal 
customer feedback mechanisms

Average understanding. Basic customer 
feedback mechanisms

Good understanding. Advanced customer 
feedback mechanisms

Perfect understanding. Sophisticated and 
comprehensive customer feedback 
mechanisms

Technologies No CRM Tool Basic CRM Tool

Advanced CRM Tool. Advanced 
technologies, such as artificial intelligence 
and predictive analytics, are starts to be 
leverage to anticipate and exceed 
customer expectations

Advanced CRM Tool. Advanced 
technologies, such as artificial intelligence 
and predictive analytics, are leveraged to 
anticipate and exceed customer 
expectations

Current State Target State
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To prioritize the customer journeys, a simple matrix with 2 criteria

Revenue Customer satisfaction’s room for improvement

How much does each customer journey contributes to the revenue The lower the current customer satisfaction, the higher the room for 
improvement. Customer satisfaction can be calculated based on 
metrics such as:

• Net Promoter Score (NPS): Percentage of customers who would further 
recommend your company, product or service

• Customer Satisfaction (CSAT): Total number of satisfied customers divided by 
the total number of responses

• Customer Effort Score (CES): Easiness of accomplishing customer’s goal 
measured after a touch (1 - easy to 5 or 7 - difficult

• Renewable rate: Percentage of customers who renew their subscriptions out 
of those who are up for renewal at the end of each subscription period

• Customer churn rate: Number of customers who churned during a certain 
period customers, divided by the number of customers at the start of the 
period

1 2

Other criteria may be used based on the specificities of your organization
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Our focus should be on the journeys that generate high revenue and high 
customer satisfaction’s room for improvement

Revenue

Customer Journey Prioritization matrix 

Low

High
Priority 3 Journeys Priority 2 Journeys

Unattractive Journeys Priority 3 Journeys

Unattractive Journeys Unattractive Journeys

Priority 1 Journeys

Priority 2 Journeys

Priority 3 Journeys

Medium

Medium High

Customer satisfaction’s room for improvement
Low
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List of Potential Initiatives
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To be able to prioritize potential projects, a business case with 7 
sections has been created for each project

5.Strategic 
Alignment

        6.Value 7.Ease of 
Implementation

Project Description Project Assessment

1.Business opportunity & suggested solution

3.Project scope, approach and high-level plan

4.Deliverables, activities & key success factors

2.Project objectives and key performance indicators 
(KPIs)
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Research plan

753

• To better understand the current market and competition
• To identify consumers (who they are and what they care about)
• To explore what features or services could improve customer experience 

Research Objectives

Activities Purpose Methodology Timeline

Desktop research To gather existing information and data sources, 
to gain insights into user needs and behavior

Review of relevant research reports, articles, and data sources. 1 week (January 1st till January 8th)

Insert activity Insert your own text Insert your own text Insert your own text

Insert activity Insert your own text Insert your own text Insert your own text

Insert activity Insert your own text Insert your own text Insert your own text

Insert activity Insert your own text Insert your own text Insert your own text

Insert activity Insert your own text Insert your own text Insert your own text

Insert activity Insert your own text Insert your own text Insert your own text

Insert activity Insert your own text Insert your own text Insert your own text

Insert activity Insert your own text Insert your own text Insert your own text

Insert activity Insert your own text Insert your own text Insert your own text

Insert activity Insert your own text Insert your own text Insert your own text

Insert activity Insert your own text Insert your own text Insert your own text

Insert activity Insert your own text Insert your own text Insert your own text
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Research plan
Research workplan

Owner Due date Status 15 16 17 18 19 20 21 22 23 24 25 26

Desktop research Aurelien D. Jan 18 On Track

       

User interviews Jean L. Jan 19 On Track

       

Focus groups Jean L. Jan 22 Done

   

Shadowing Christian G. Jan 22 Late

   

A day in the life of George P. Jan 25 Done

   

Contextual inquiry Aurelien D. Jan 25 Done

Diary study Christian G. Jan 25 On Track

Ethnographic research George P. Jan 26 On Track

   

January
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Research plan
Research workplan example in Excel



756 C L U S T I V

Ethnographic Research
Purpose

Ethnographic research is a qualitative research method that is used to understand and describe the cultural and 
social aspects of people's lives. It is a key component of the design thinking process, as it helps designers to 
understand the people they are designing for and the cultural, social, and historical context in which they live. 
Ethnographic research is different from other research methods, such as contextual inquiry, DILO (Day-in-the-Life-of), 
and shadowing, in that it focuses on understanding the context of the participant's life in a broader and more holistic 
manner.

Examples of ethnographic research include:

1. Understanding the culture and traditions of a particular community to understand their customs, beliefs, and 
values. This may help in designing products or services that are culturally appropriate and sensitive.

2. Studying the behavior of people in a particular environment such as a school, workplace, or public space, to 
understand how they interact and what motivates them.

3. Examining the impact of technology on society to observe how people use technology in their daily lives and the 
impact it has on their relationships, work, and leisure activities. 

In conclusion, ethnographic research provides a deep understanding of the cultural and social context. It helps 
designers to better understand the needs, motivations, to design culturally appropriate and responsive products / 
services / experiences.
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Ethnographic Research
Example observations and suggestive actions

Example Observation Suggestive Action
Time of the 
Day

People use the day-light app more often during the early morning and 
late evening, when natural light is scarce.

Consider adapting the app's color scheme to match the different light levels during those 
times, to improve the user experience.

Season During the winter, people use the app more often to help fight against 
seasonal depression. 

Consider adding features to the app that help people beat seasonal depression, such as 
guided meditation exercises or inspirational quotes.

Gender Women tend to use that particular app more frequently than men. Consider adding features to the app that specifically appeal to women, such as personalized 
skin care routines or women's health tips.

Age Older adults tend to use the app more often than younger adults. Consider adding features to the app that specifically appeal to older adults, such as fall 
prevention tips or reminders to take medication.

Cultural 
background

People from different cultural backgrounds use the app differently, 
with some cultures valuing privacy and others valuing community. 

Consider adding features to the app that allow users to customize their experience based on 
their cultural background, such as different privacy settings or community groups.

Environment

Older adults may have trouble seeing small text on mobile devices. Consider larger font sizes and high-contrast color combinations for the app design to cater to 
the needs of older adults.

People in rural areas may have limited or no internet connectivity Develop an app that can work offline and store data temporarily. The app should then be 
able to upload the data to a database once the user is back online.

Physical Ability

People with limited mobility may have difficulty using touchscreens. Consider implementing alternative methods of interaction, such as voice commands or 
physical buttons, to make the app more accessible to users with limited mobility

People with visual impairments may need audio cues to navigate the 
app Integrate audio cues and describe visual elements for users who are visually impaired.

Technology 
Access

People with outdated technology may struggle with using newer apps Consider the hardware and software requirements of the app and ensure that it works well 
on older devices and operating systems.

Some people may not have access to the latest smartphones or other 
high-end technology

Consider using simple and low-cost technologies such as basic mobile phones or laptops to 
develop the app and make it accessible to as many people as possible.
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Ethnographic Research
Output: Example of a study of user’s culture

Introduction

• Purpose of the study: To gain a deeper 
understanding of the beliefs, values, and behaviors 
of urban cyclists in Seattle

• Research method: Ethnography

• Population/culture studied: Urban cyclists in Seattle

Background of the culture

• History of cycling as a mode of transportation in 
Seattle

• Demographic information on urban cyclists in Seattle 
(age, gender, job, etc.)

• Socioeconomic status of urban cyclists in Seattle

• Key beliefs and values of urban cyclists in Seattle 
(e.g. environmentalism, health, etc.)

Methodology

• Research design: Longitudinal study using 
participant observation and in-depth interviews

• Data collection methods: Participants were observed 
riding their bikes in their daily routines and then 
interviewed about their experiences and 
perspectives on cycling

• Ethical considerations: Participants were informed of 
the purpose of the study, provided with a consent 
form, and given the option to remain anonymous in 
the report.

Findings

• Detailed description of the behaviors and practices 
of urban cyclists in Seattle (e.g. their preferred 
routes, safety concerns, etc.)

• Analysis of key themes and patterns that emerged 
from the data (e.g. the importance of infrastructure, 
community, etc.)

• Explanation of the significance of the findings (e.g. 
insights into the challenges and motivations of urban 
cyclists in Seattle)

Discussion

• Interpretation of the findings (e.g. the role of 
infrastructure and community in shaping the 
experiences of urban cyclists in Seattle)

• Comparison with previous research on urban cycling 
(e.g. in other cities)

• Discussion of the implications of the findings for 
urban cyclists in Seattle (e.g. the need for better 
infrastructure, increased community support, etc.)

Conclusion

• Summary of the main findings (e.g. urban cyclists in 
Seattle are motivated by a combination of 
environmentalism, health, and community)

• Discussion of the contribution of the research to our 
understanding of urban cycling culture in Seattle

• Recommendations for future research or action (e.g. 
further study of the challenges faced by urban 
cyclists, advocacy for better infrastructure, etc.)

• Reference: List of all sources cited in the report (e.g. 
articles, government reports, etc.)

An Ethnographic study of the culture of urban cyclists in Seattle

1 2 3

4 5 6
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Emotional response cards
Description

"Emotional Response Cards" is a method used in the Empathize phase of Design Thinking. The purpose of the Empathize phase is to 
gain a deep understanding of the users and their needs, emotions, and experiences related to the problem being addressed.

The Emotional Response Cards method involves creating a set of cards with different emotions written on them (e.g. joy, frustration, 
sadness, anger, etc.). During user interviews or observation sessions, the facilitator asks the user to describe a specific experience 
they had related to the problem, and then invites them to pick an emotional response card that best reflects how they felt during 
that experience. This method helps the design team to better understand the emotional context and impact of the problem on the 
user, which is critical information for creating effective solutions.

The benefits of using Emotional Response Cards include:
• Gaining a deeper understanding of the user's emotional state and how it relates to their experience with the problem
• Encouraging empathy and human-centered design thinking
• Allowing the design team to identify patterns and common emotions across multiple users, which can inform the development 

of solutions
• Providing a visual and tangible representation of the user's emotions, making the information easier to recall and share with the 

rest of the design team.
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Emotional response cards
Sample cards (1/2)

old Stimulant appealing demanding appealing

thrilling Exceptional impressive satisfactorily cheap

unambiguous simple easy to use intimidating anticipated

impressive flexible kind frustrating ordinary

helpful inconsistent innovative intuitive comfortable

complex creatively not valuable slow boringly
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is fun modern laborious new not relevant

beneficial personal professional relevant unruffled

swift difficult to apply difficult sure useful

solid stressful comprehensive unattractive unwanted

unconventionally unprofessional vital trustworthy intimate

disheveling predictable valuable time-consuming time-saving

Emotional response cards
Sample cards (2/2)
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is fun modern laborious new not relevant

beneficial personal professional relevant unruffled

swift difficult to apply difficult sure useful

solid stressful comprehensive unattractive unwanted

unconventionally unprofessional vital trustworthy intimate

disheveling predictable valuable time-consuming time-saving

Emotional response cards
Tutorial Step 1: Print the words with the adjectives, cut them out and place them 

on a separate table as cards

Step 2: Ask the respondents to select the three cards from the set that 
best describe the experience with the product, negative as well as positive

Step 3: Explore what the user's sensation was about the three adjectives. 
It is best to dig deeper with “Why” questions and learn more with other 
question techniques, such as "What would you have expected instead?”
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is fun modern laborious new not relevant

beneficial personal professional relevant unruffled

swift difficult to apply difficult sure useful

solid stressful comprehensive unattractive unwanted

unconventionally unprofessional vital trustworthy intimate

disheveling predictable valuable time-consuming time-saving

Emotional response cards
Best Practices

The adjectives can be adjusted based on the specificities of the project

To use the cards with the adjectives several times, print them out, glue 
them on a thin cardboard and cut out the individual cards.
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Intensity Joy Fear Anger

High

Medium

Low

Emotional response cards
Output: Matrix of user emotions

The "Matrix of User Emotions" is a tool used to organize and 
categorize the emotions and feelings expressed by users 
during the emotional card sorting activity. The layout of the 
matrix typically includes two axes:

1. The vertical axis categorizes the emotions based on their 
intensity, ranging from positive to negative.

2. The horizontal axis categorizes the emotions based on 
their type, such as anger, fear, joy, frustration, etc.

Each cell in the matrix represents a specific emotion and its 
intensity. The emotions are often illustrated using symbols or 
illustrations to help communicate their meaning and make 
the matrix more visually appealing. 

The matrix helps designers to identify patterns and trends in 
the emotions experienced by users and can guide the design 
of products and services that better meet their needs and 
expectations.
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Customer Journey
Description

Customer Journey is an exercise aimed at understanding the experiences, emotions, and pain points that customers go through as 
they interact with the product or service. Customer journey map is a visual representation of the experiences and interactions across 
various touchpoints. It helps organizations identify areas for improvement. It helps:

1. Identify and understand customer needs and pain points: By mapping out the customer journey, organizations can better 
understand what the customer needs, wants, and expects from their products or services. This can help identify areas where the 
customer experience is lacking or needs improvement.

2. Improve customer experience: By identifying pain points and areas for improvement, organizations can change their products, 
services, and customer interactions to create a positive and seamless customer experience.

3. Foster customer loyalty: A positive customer experience leads to customer loyalty and repeat business. By improving the 
customer journey, organizations can foster long-term customer relationships and build brand advocacy.

4. Drive business growth: Improving the customer experience can lead to increased customer satisfaction, repeat business, and 
positive word-of-mouth, which can drive business growth.

5. Enhance collaboration and cross-functional understanding: Customer Journey Mapping requires input and collaboration from 
multiple departments, including marketing, product development, and customer service. This cross-functional collaboration helps 
create a shared understanding of the customer experience and can lead to more effective and efficient solutions.
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Customer Journey
Customer journey mapping process

1 2 3 4 5 6

Identify the need for 
improvement in each 
aspect of the customer 
journey and how those 
improvements will be 
measured. Focus on the 
five stages of Awareness, 
Consideration, Purchase, 
Onboarding, and Loyalty 
& Advocacy.

Define goals and 
scope

Conduct persona 
research

Identify
touchpoints

Identify
 pain points

Create Current State 
Map

Create Future State 
Map

Gather information about 
the target persona 
through qualitative 
research methods such as 
customer interviews and 
surveys, and quantitative 
methods such as 
customer service logs and 
purchase histories.

Determine the 
interactions and 
experiences customers 
have with the brand, 
analyzing their 
effectiveness in reaching 
goals and identifying 
potential challenges.

Highlight obstacles and 
issues at each step and 
stage of the customer 
journey and find 
opportunities to resolve 
them.

Use the gathered 
information to create a 
visual representation of 
the customer's current 
journey, including a 
timeline or flowchart of 
the customer's 
interactions with the 
product or service at each 
stage.

Use insights from the 
Current State Map to 
create a visual 
representation of the 
ideal customer journey.
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Touchpoints

Actions

Emotions

Pain points

Opportunitie
s

Customer Journey
Output: Customer journey map template

1. Awareness 3. Purchase 4. Onboarding2. Consideration 5. Advocacy & Loyalty

Customer persona Scenario Goals and expectations

Research different options, 
compare prices, gather 
opinions

Place an order, make 
payment, provide delivery 
information

Receive delivery, unpack 
groceries, get help if needed

Repeat purchases, 
recommend to others, 
provide feedback

Difficulty finding information 
about the products, 
conflicting information from 
different sources etc.

Difficulty finding information 
about specific products, 
conflicting information from 
different sources etc.

Complicated checkout 
process, difficulty finding the 
right product, long wait 
times for customer service

Late delivery, incorrect items 
delivered, difficulty 
understanding the delivery 
process

Poor product quality, poor 
customer service, difficulty 
finding information

Highlighting product 
availability website, 
providing concise product 
comparisons, address 
concerns through FAQ 
section

Providing detailed product 
information on the website, 
offering personalized 
product recommendations, 
Live chat

Streamlining the checkout 
process, providing clear 
product information, 
reducing wait times for 
customer service

Improving delivery 
timeliness, ensuring correct 
items are delivered, 
simplifying the delivery 
process

Improving product quality, 
improving customer service, 
simplifying the information.

Interest, excitement, 
frustration

Nervousness, frustration Frustration, confusion Satisfaction, loyalty, 
frustration
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Touchpoints

Actions

Emotions

Pain points

Opportunities

Customer Journey
Output: Future state journey map – Real life example

1. Awareness 3. Purchase 4. Onboarding2. Consideration 5. Advocacy & Loyalty

Customer persona
Busy working mom with two young kids

Scenario
The customer needs groceries for the week 
and is looking for shopping online.

Goals and expectations
Goal is to conveniently get groceries at home 
and save time

Research different online 
grocery stores, gather 
information

Research different options, 
compare prices, gather 
opinions

Place an order, make 
payment, provide delivery 
information

Receive delivery, unpack 
groceries, get help if needed

Repeat purchases, 
recommend to others, 
provide feedback

Excitement, curiosity, 
confidence

Interest, excitement, 
confidence

Excitement, confidence, 
ease

Excitement, ease, 
confidence

Satisfaction, loyalty, ease

No pain points as this is the 
ideal state.

No pain points as this is the 
ideal state.

No pain points as this is the 
ideal state.

No pain points as this is the 
ideal state.

No pain points as this is the 
ideal state.

The store has addressed all 
opportunities for 
improvement and has added 
virtual assistants at all stages

The store has addressed all 
opportunities for 
improvement and has added 
virtual assistants at all stages

The store has addressed all 
opportunities for 
improvement and has added 
virtual assistants at all stages

The store has addressed all 
opportunities for 
improvement and has added 
virtual assistants at all stages

The store has addressed all 
opportunities for 
improvement and has added 
virtual assistants at all stages
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INVESTMENT 
STRATEGY
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Stock Watchlist and Screener in Excel with real-time data

Warren Buffet Value Investing Strategy 

Detailed Stock Investment Decision-making Process

1. Business model

2. Annual & quarterly reports

3. Income statement

4. Cash flow statement

5. Balance sheet

6. Sales & costs breakdown

7. Financial ratios

8. Industry

1. Future earnings

2. Free cash flow

3. Profit margin

4. MOAT

5. Management team

6. Manageable leverage

1. Financial modeling best practices

2. Three financial statement model

3. Sophisticated discounted cash flow (DCF) 
valuation model

4. Simple discounted cash flow (DCF) 
valuation model

5. Simple discounted earnings valuation 
model

Assess my Understanding of the 
Company Assess the quality of the Company Assess if the Company is Fairly or 

Undervalued Decide if you should invest

Strategic Objective Portfolio Strategy Attitude & Mindset
Investment 
Frequency

Horizon
Decision-making 

Process
Cash on Hand

Financial Tools in 
Excel

Stock Portfolio Management
Excel Stock Portfolio

Understanding

      Quality Valuation

Excel Trade Record Excel Net Worth Calculation Excel Dashboard
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To achieve an average annual return of 20%+ by investing in companies which are good or great companies, fairly 
or undervalued, and perfectly understood.

To put things into perspective, see below a comparison of the average annual return of the S&P 500, 95% of 
Hedge Funds and Warren Buffet over the past 50 years:

    10%

Average annual return of the S&P 
500

Below 
10%

Above 
20%

Average annual return after fees of 
95% of Hedge funds

Average annual return of Warren 
Buffet

Investing Strategy
Strategic Objective
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Warren Buffet Value Investing Strategy
Strategic Objective

95% of Hedge funds are not able to beat the S&P 500 for the following reasons:

Too much money 
under 

management

Money flowing in 
the wrong 
direction

High fees

With Billions of dollars under management, investment funds gravitate toward the biggest stocks, which are the only ones they can buy in the 
multimillion-dollar quantities their need to fill their portfolios. Thus, many funds end up owning the same few overpriced giants. 

People tend to pour more money into funds as the market rises, which forces the managers to buy more stocks at inflated prices. On the other 
hand, people ask for their money back when the market drops, which forces the fund to sell stocks when the prices are down. In other words, the 
funds are often forced to buy high and sell low.

Hedge funds will usually charge each year 2% of the sum under management (SUM) and 20% of the annual gains above the S&P 500 (the few years 
when they beat the market). These high fees will significantly decrease the returns of their clients.

High transaction 
fees

Fear of losing their 
job

Many portfolio managers get bonuses for beating the market, so they obsessively measure their returns against benchmarks like the S&P 500. If a 
company is added to the S&P 500, hundreds of funds compulsively buy it. If they don’t and the company does well, they will look foolish. If they do 
buy the company and it does poorly, no one will blame them.

To justify their high fees and salary, investment funds will tend to buy and sell many times every month. The problem with this strategy, is that the 
more transactions, the more transaction fees and tax the fund will have to pay.
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Investing Strategy
Decision-making Process

Good Company 
Understanding?

Good or Great       
Company? 

Fairly or 
undervalued? 

Yes No

Investment approved

Yes NoYes No

Investment Disapproved

Company Name
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Our Stock Watchlist and Screener is in Excel
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Our Stock Watchlist and Screener includes multiple key data automatically updated 
based on Official data

Market 
Capitalization

P/E Ratio

All-time High

% decrease from 
all-time high

Market capitalization, often referred to as "market cap," is a measure used to determine the total value of a publicly traded company. It represents 
the market value of a company's outstanding shares of stock and is calculated by multiplying the current share price by the total number of 
outstanding shares.

The price-to-earnings ratio (P/E ratio) is a valuation metric used to assess the relative value of a company's stock by comparing its stock price to its 
earnings per share (EPS). It is one of the most widely used financial ratios by investors and analysts. The P/E ratio is calculated by dividing the 
market price per share of a company's stock by its earnings per share. A lower P/E ratio means that the share price is becoming more attractive.

The term “All-time high" refers to the highest trading price at which a particular stock has traded since 2000. 

This column displays how much the current price is down compared to the all-time High. If the current price is down by 20% or 30%, maybe it 
means that the share price is now more attractive.

Industry This column highlight the industry the company belongs to (e.g. Banking services, Specialty retailers, Software and IT Services, etc.).

52-week High

% decrease from 
52-week High

The term "52-week high" refers to the highest trading price at which a particular stock has traded during the past 52-week period. It represents the 
highest price point that the stock has reached over the course of the previous year, regardless of whether it was sustained for a brief period or 
sustained for an extended period. The 52-week high is a commonly tracked metric by investors and traders to assess the recent performance and 
potential value of a stock. It provides a reference point for understanding how close or far the stock is from its recent peak price.

This column displays how much the current price is down compared to the 52-week High. If the current price is down by 20% or 30%, maybe it 
means that the share price is now more attractive.
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The tool automatically highlights in green the stocks that meet certain 
criteria

778

Using conditional formatting, our Tool automatically 
highlights the stocks that have a P/E ratio below 25. 
Based on your needs, you can easily change the 
number by:

1. Selecting the numbers in the P/E ratio column
2. Click on the Home tab
3. Click on Conditional Formatting and then Manage 

Rules
4. Double click on the rules and replace 25 by your 

own number

Using conditional formatting, our Tool automatically highlights the 
stocks that have seen their share price decreased by more than 
20% from their all-time high. Based on your needs, you can easily 
change the number by:

1. Selecting the numbers in the “% decrease from 52-week low” 
column

2. Click on the Home tab
3. Click on Conditional Formatting and then Manage Rules
4. Double click on the rules and replace 25 by your own number

Using conditional formatting, our Tool automatically highlights 
the stocks that have seen their share price decreased by more 
than 20% their 52-week high. Based on your needs, you can 
easily change the number by:

1. Selecting the numbers in the “% decrease from 52-week 
low” column

2. Click on the Home tab
3. Click on Conditional Formatting and then Manage Rules
4. Double click on the rules and replace 25 by your own 

number
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Financial Analysis
Purpose

Financial analysis, 
based on financial 
statements, is the 
foundation for 
determining the 
financial health of a 
company.
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Financial Analysis
We are going to analyze the 3 key financial statements

Income Statement 
(also called Profit & Loss 

statement)

Balance 
Sheet Statement

Cash Flow 
Statement
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Financial Analysis
The 3 financial statements capture 3 Business activities

Investing

 Operating      Financing

• Working Capital 
• Land
• Buildings 
• Machines & equipment 
• Intangibles

• Bank debt 
• Corporate bonds 
• Shareholder equity

• Research
• Purchasing 
• Producing 
• Labor 
• Marketing 
• Sales
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Income Statement
Purpose

The Income Statement, 
also called Profit & Loss 
(P&L), is a financial 
statement that 
summarizes the revenue 
and costs incurred during 
a specific period (usually 
a fiscal quarter or year)

This financial statement 
provides information 
that shows the ability of 
a company to generate 
profit by increasing 
revenue and reducing 
costs
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Income Statement
The Income Statement has three primary components:

Revenue

The money earned by the company 
which includes:

• The sale of goods and services

• The interest earned

• Some investment activities

Expenses

The Money spent to generate revenue 
which includes:

• Cost of Goods Sold (COGS): The direct 
costs attributable to the production of 
the goods sold by a company

• Selling Expenses: Cash payments (or 
equivalent) for marketing services 

• Administrative Expenses: Costs to the 
firm to cover items such as salaries 

• Interest Expenses: Payments made to 
cover costs of financing 

• Tax Expense: Payments made to the 
government to cover income taxes

• Depreciation Expenses: Amount of 
asset usage that is applied to this year 

Net Income

Net Income is referred to as “Profit” or 
“Earnings,” when not negative and 
“Loss” when negative.

It is the company revenues minus its 
expenses

- =
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Valuation models

Sophisticated 
discounted cash 

flow (DCF) valuation 
model

Simple discounted 
cash flow (DCF) 
valuation model

Simple discounted 
earnings valuation 

model

Screenshots Description

More Accurate but more time consuming

Very quick & easy

Very quick & easy
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Investing Strategy
Financial Tools in Excel: Dashboard #1



786 C L U S T I V

Investing Strategy
Financial Tools in Excel: Dashboard #2
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Lean 6 Sigma 
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Table of contents

1 What is Lean Six Sigma?

2 What are the key benefits of using Lean Six Sigma?

3 Lean Six Sigma - Approach and overview
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Lean Six Sigma provides a balanced approach to simultaneously 
reducing complexity (Lean) and increasing reliability (Six Sigma)

Simplicity
(Lean)

Reliability 
(Six Sigma)

Low

Low

Simple + Low reliability Simple + High reliability 

Complex + Low reliability Complex + High reliability 

High

High



790 C L U S T I V

Lean methodology definition

Lean is a structured approach 
focusing on simplifying 
processes by eliminating the 
tasks that don’t bring value to 
the end customer.

This approach was mostly 
derived from the Toyota 
Production System (TPS) in the 
beginning of the 20th century 
and identified as "lean" only in 
the 1990s
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Lean methodology objective
The objective of a Lean project is to eliminate 8 types of waste that can be easily remembered using the 
word “Downtime"

Defects

Overproduction

Waiting

Non-utilized talent

Transportation

Extra-processing

Motion

Inventory

DOWNTIME
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Lean methodology objective
Lean tries to eliminate 8 types of waste that can be easily remembered using the word 
“Downtime"

Defects
Defects

Making mistakes that cause products to fail 
customer requirements

Defects
Transportation

Unnecessary movements of products and 
materials

Defects
Overproduction

Making more than it is immediately required
Defects
Inventory

Storing parts, pieces, documentation ahead 
of requirements

Defects
Waiting

Waiting for the previous step in the process 
to complete

Defects
Motion

Unnecessary movements by people

Defects
Non-utilized 

talent Not recognizing and utilizing human talent 
and creativity available within the workforce

Defects
Extra-processing

Performing any activity that is not necessary 
to produce a functioning product or service
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Lean methodology objective
Lean tries to eliminate 8 types of waste that can be easily remembered using the word “Downtime"

Defects
Defects 1. Wrong-site surgeries

2. Medication errors
3. Dealing with service complaints
4. Illegible, handwritten information
5. Collection of incorrect patient information

Defects
Transportation 1. Moving patients from room to room

2. Poor  workplace layouts, for patient services
3. Moving equipment in and out of procedure 

room or operating room

Defects
Overproduction 1. Multiple signature requirements

2. Extra copies of forms
3. Multiple information systems entries
4. Printing hard copy of report when digital is 

sufficient

Defects
Inventory 1. Overstocked medications on units/floors or in 

pharmacy
2. Physician orders building up to be entered 
3. Unnecessary instruments contained in 

operating kits

Defects
Waiting

1. Early admissions for procedures later in the day
2. Waiting for internal transport between 

departments 

Defects
Motion

1. Leaving patient rooms to get supplies or record
2. Large reach/walk distance to complete a 

process step

Defects
Non-utilized 

talent
1. Not using people’s mental, creative, and 

physical abilities
2. Staff not involved in redesigning processes in 

their workplace

Defects
Extra-

processing
1. Asking the patient, the same questions multiple 

times
2. Unnecessary carbon copying
3. Batch printing patient labels

Real-life example
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Six Sigma methodology definition

Six Sigma is a structured 
approach focusing on improving 
process reliability to eliminate 
the defects in products and 
services.

This approach was developed in 
1986 by Motorola and 
popularized by GE.



795 C L U S T I V

Six Sigma methodology objective
The objective of a Six Sigma project is to reduce process variation to such a degree that the 
sigma’s of variation will fit within the specification limits defined by customers

Technically, 6s refers to having a process that will result in fewer than 3.4 defects per one million opportunities (DPMO)

1s 1s 2s 3s2s3s4s 4s

Customer lower specification limit 
(LSL)

Customer higher specification limit 
(HSL)

Defects Defects

Reduce Variations
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Lean Six Sigma methodology definition

Lean

A structured approach 
focusing on simplifying 

processes

Six Sigma

A structured approach 
focusing on improving 
process reliability to 

eliminate the defects in 
products and services

Lean Six Sigma

A performance 
improvement methodology 

focusing on simplifying 
processes and improving 

process reliability

+ =
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Defining the customer’s perception of value is key to improving the processFocus on your 
customer

The process performance needs to be measured before and after implementing Lean Six SigmaMeasure process 
performance

Your value stream is “the processes of creating, producing, and delivering a good or service to the 
market”1

Identify value 
stream

Source: APICS Dictionary

Lean Six Sigma key principles
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Lean 6 Sigma background

1950’s – 70’s 1980’s 1990’s 2000’s

•Japanese car makers •Motorola •Campbells
•Coors
•Merrill Lynch
•JP Morgan
•Cargill
•Caterpillar

•GE
•Johnson & Johnson
•Citigroup
•Allied Signal

•Primarily Automotive and 
Heavy Equipment

•Expansion across 
Automotive and 
Manufacturing

•Automotive
•Consumer Business
•Pharmaceutical 
•Healthcare
•Financial Services

•Beginning of use in 
Pharmaceutical and 
Financial Services

•1950s: 
W. Edward Deming    
Plan-Do-Check-Act

•1960s/70s: 
Toyota Lean Production System

•1980s: 
- Motorola initiates ”Six 
Sigma Quality”
- TQM
- Malcom Baldridge    
Award

•2000: 
Lean Six Sigma 
adoption increases

•1990s: 
Lean manufacturing 
application to non-
automotive industries 
begins

Business 
Improvement 

Tools/Methods

Industries

Companies

http://www.toyota.co.jp/en/
http://www.motorola.com/seamless_mobility
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Lean Six Sigma drives shareholder value
Lean Six Sigma addresses both tactical and strategic value drivers linked directly to shareholder value

• On-time delivery
• Lead time/Cycle time reduction
• Improved product quality
• Reduced time to market

• Reduced supply chain costs
• Reduced factory operating expenses
• Reduced SG&A costs
• Reduced quality costs
• Reduced IT costs

• Inventory reduction
• Improved labor productivity
• Asset consolidation
• Increased factory space
• Greater return on IT investment

Shareholder Value

Revenue Growth Operating Margin Asset Efficiency
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Lean Six Sigma benefit #1
Lean Six Sigma increases asset efficiency

One employee was able to process 2 home loans 
a day

One employee was able to process 4 home loans 
a day

Before 
implementing Lean Six Sigma

After 
implementing Lean Six Sigma

Other examples: Implementing Lean Six Sigma can also help decrease your stock and optimize your working space 

= =

Real-life example
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Lean Six Sigma benefit #2
Lean Six Sigma decreases cost

Number of broken products and related cost to 
remanufacture them (per month):

Number of broken products and related cost to 
remanufacture them (per month):

Before 
implementing Lean Six Sigma

After 
implementing Lean Six Sigma

Other examples: Implementing Lean Six Sigma can also help decrease your IT, supply Chain and SG&A costs

Real-life example

Broken 
products Cost Broken 

products Cost

8 $80k 1 $10k
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Lean Six Sigma benefit #3
Lean Six Sigma increases revenue

A sales representative was focusing 20% of his time 
on administrative tasks and 80% of his time on 
selling products

The process improvement allowed the sales 
representative to focus only 10% of his time on 
administrative tasks and 90% of his time on selling 
products

Before 
implementing Lean Six Sigma

After 
implementing Lean Six Sigma

Other examples: Implementing Lean Six Sigma can also help to improve product quality, on-time delivery and customer satisfaction

Real-life example
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Typical improvement ranges in a manufacturing environment
Benchmark savings

Raw Material

Inventory

Supplier Cost 

Floor Space

Cycle Time

Support Labor

Defects

Direct Labor

0% 25% 50% 75% 100%
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Typical improvement ranges in a white-collar environment
Benchmark savings

Defects/Poor Quality

Cycle Time

Revenue Growth

Information Handoffs

Supplies

Value-add per employee

Labor

0% 25% 50% 75% 100%
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Success stories of companies 
using Lean Six Sigma
Motorola estimated that its Six 
Sigma program had saved the 
company over $16 billion in costs 
and increased customer 
satisfaction by 15%

•Motorola is a global telecommunications company that is often credited with the 
development of the Six Sigma methodology. In the 1980s, Motorola was struggling 
with quality control issues in its manufacturing processes, which led to high costs 
and low customer satisfaction. To address these issues, Motorola implemented the 
Six Sigma methodology to improve its processes and reduce defects.

•As a result of its Six Sigma efforts, Motorola was able to significantly reduce defects 
in its products, which led to increased customer satisfaction and reduced costs. In 
fact, by the early 1990s, Motorola estimated that its Six Sigma program had saved 
the company over $16 billion in costs and increased customer satisfaction by 15%.

•Motorola's success with Six Sigma has inspired many other companies to adopt the 
methodology and has helped to establish Six Sigma as a leading approach to 
process improvement. Today, Six Sigma is used by companies around the world to 
improve their processes and increase efficiency.
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Success stories of companies 
using Lean Six Sigma
Toyota is widely regarded as 
one of the most efficient and 
effective automotive 
manufacturers in the world

•Toyota is a Japanese automotive manufacturer that is known for its use of Lean 
manufacturing principles. In the early 2000s, Toyota was struggling with quality control 
issues in its manufacturing processes, which led to a series of high-profile recalls and 
damaged the company's reputation.

•To address these issues, Toyota implemented a Six Sigma program to improve its processes 
and reduce defects. The company also introduced a quality control initiative called "Total 
Quality Management" (TQM) that emphasized the importance of continuous improvement 
and employee involvement.

•As a result of its Six Sigma and TQM efforts, Toyota was able to significantly improve its 
product quality and reduce defects. In fact, the company's quality control improvements 
were so successful that they became known as the "Toyota Way" and have been emulated by 
many other companies around the world.

•Today, Toyota is known for its commitment to quality and continuous improvement, and is 
widely regarded as one of the most efficient and effective automotive manufacturers in the 
world.
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Success stories of companies using Lean Six Sigma
GE has credited Lean Six Sigma with saving the company billions of dollars and improving 
customer satisfaction

General Electric (GE) is a multinational 
conglomerate that has been using Lean 
Six Sigma since the 1990s to improve its 
manufacturing and business processes. 

GE has credited Lean Six Sigma with 
saving the company billions of dollars and 

improving customer satisfaction.

One of the most famous success stories 
from GE's Six Sigma program is its efforts 

to improve the quality of its aircraft 
engines. In the 1990s, GE's aircraft 

engines were experiencing high levels of 
defects and failures, which were leading 

to costly repairs and replacements.

To address these issues, GE implemented 
the Six Sigma methodology to improve its 

manufacturing processes and reduce 
defects. The company also introduced a 
quality control initiative called "Design 

for Six Sigma" (DFSS) that emphasized the 
importance of designing products that 

were less likely to fail.

As a result of its Six Sigma and DFSS 
efforts, GE was able to significantly 

improve the quality of its aircraft engines 
and reduce the number of defects and 

failures. In fact, by the early 2000s, GE's 
aircraft engines had become so reliable 

that they were considered the most 
reliable engines in the world.
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810 C L U S T I V

The Lean 6 Sigma DMAIC methodology is an iterative process

I. Define III. Analyze IV. ImproveII. Measure V. Control
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Lean 6 Sigma DMAIC methodology

I. Define III. Analyze IV. ImproveII. Measure V. Control

Define the problem and set up 
project goals

Measure current performance & 
brainstorm potential cause(s) of 
the problem 

Analyze the data and identify 
the root causes of waste

Develop solutions to address 
the root causes

Monitor and continuously 
improveObjective

Activities

1. Measure the current 
process performance

2. Create assumptions for 
what might be causing 
problems 

3. Collect data and ensure 
data reliability

1. Monitor and 
continuously improve the 
process with the Kaizen 
approach

2. Create and implement a 
control plan

3. Share and celebrate your 
success 

4. Apply new knowledge to 
other processes in your 
organization

1. Define the problem to solve
2. Define clear and measurable 

project goals aligned with the 
corporate and business 
strategy

3. Define the high-level current 
process and the scope with 
the SIPOC tool

4. Establish the timeline and 
budget for the project

5. Conduct a stakeholder 
analysis

6. Define the project team
7. Define the customer 

requirements using the VOC 
technique and Critical-to-
Quality tree

8. Define the data collection 
plan

1. Analyze the data in detail
2. Verify your assumptions 

in terms of what might 
be causing problems 
using the “Five Whys” 
problem solving tool, the 
“Fishbone Diagram” tool, 
and the Pareto Analysis 
tool

3. Identify, assess, and 
prioritize potential failure 
modes in a system or 
process using the FMEA 
approach

1. Define ideation constraints
2. Generate potential solutions 

using “How might we” 
questions, ideation workshop, 
brainstorming, the Crazy 8S 
tool and the 5 S framework

3. Categorize the solutions using 
mind mapping

4. Create a business case & 
financial model for the most 
promising solutions

5. Select the best solution
6. Test the solution using a 

testing sheet and a feedback 
capture grid

7. Create a standard operating 
procedure (SOP)

8. Implement the solution(s)
9. Assess commitment with the 

commitment curve tool
10.Measure improvement



812 C L U S T I V

SIPOC tool
Description

SIPOC is an acronym used for Supplier-Input-Process-Output-Customer:
• Suppliers provide inputs to the process
• Inputs are resources used by the process
• Process is the high-level sequence of activities that produces the output
• Outputs are the tangible products or services that are produced by the process 
• Customers are the users of the outputs

SIPOC gives you a one-page depiction of how the given process is servicing the customer
It also provides an overview and establishes the boundaries of a process
And finally, it gives initial insights into the vital inputs of a process that have a significant impact on the outputs

What it is and why use it?

• To build common understanding of the end-to-end process 
among stakeholders and team members

• To understand the high-level view of an end-to-end process 
when commencing an improvement initiative

When and where to use?
• SIPOC helps to understand a process at a high level before 
going into the detail

• Avoid having intended improvements on the SIPOC. It 
should always represent the current state 

• Consider having Critical-to-Quality (CTQ) requirements for 
inputs, process and outputs

Insights
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High-level current process and scope
SIPOC Tool

Start point: [insert your 
own text]

Process Name: [Identify the process to be worked on]
Process Owner: [Confirm the process owner]

End point: [insert your 
own text]

 Insert the 
suppliers to the 
process

Suppliers Inputs Outputs CustomersProcess

 Insert inputs 
provided by 
suppliers

 Insert tangible 
outputs

 Insert the 
customers of the 
process

  List what are the necessary 
requirements for process

Process Requirements

  List what is critical to customer

Customer Requirements

Insert your own text

Insert your own text

Insert your own text

Insert your own text

Insert your own text

In scope

Out of scope

There should be no more than 5-7 high-level 
process steps 

Outputs should be tangible

There may be many inputs into the process but 
use only the vital ones that are used to create to 
output
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High-level current process and scope
SIPOC Tool

Start point: the shop 
orders coffee bean

Process Name: [Identify the process to be worked on]
Process Owner: [Confirm the process owner]

End point: The 
customer drinks her 
coffee

 Coffee bean 
supplier

Suppliers Inputs Outputs CustomersProcess
 Roasted coffee 

beans
 Milk
 Water
 Syrup
 Cups
 Lids

 Espresso
 Latte
 Cappuccino
 Mocha
 Americano
 Hot chocolate

 In-store 
customers

 Drive-thru 
customers

 All the inputs have been received on 
time and in the right quantity

Process Requirements
 Quality coffee beverages that taste 

good
 Quick and efficient service
 Friendly and helpful customer service

Customer Requirements

Grind coffee beans

Brew coffee

Steam milk

Mix coffee, milk, and syrup

Pour into cups

In scope

Out of scope

Real-life example 
for a coffee shop

Add lids
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High-level current process and scope
SIPOC Tool

 Development 
project manager

 Employee 
communicating 
server need

 Procurement 
Department

 Relationship 
Manager

Suppliers Inputs Outputs CustomersProcess

 Project 
Plans/Timeline

 Requested 
Specifications

 Purchase Order

 A 4-phase process 
which currently 
takes 16 weeks

 Installed Server  Development 
project manager

 Infrastructure team
 Business Owner

7 Weeks 5 Weeks 3 Weeks

IN SCOPE

InstallationVendor ProcessingPurchase Order ProcessingRequirements Definition

1 Weeks

S I P O C

Real-life example
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I. Define III. Analyze IV. ImproveII. Measure V. Control

Define the problem and set up 
project goals

Measure current performance & 
brainstorm potential cause(s) of 
the problem 

Analyze the data and identify 
the root causes of waste

Develop solutions to address 
the root causes

Monitor and continuously 
improveObjective

Activities

1. Measure the current 
process performance

2. Create assumptions for 
what might be causing 
problems 

3. Collect data and ensure 
data reliability

1. Monitor and 
continuously improve the 
process with the Kaizen 
approach

2. Create and implement a 
control plan

3. Share and celebrate your 
success 

4. Apply new knowledge to 
other processes in your 
organization

1. Define the problem to solve
2. Define clear and measurable 

project goals aligned with the 
corporate and business 
strategy

3. Define the high-level current 
process and the scope with 
the SIPOC tool

4. Establish the timeline and 
budget for the project

5. Conduct a stakeholder 
analysis

6. Define the project team
7. Define the customer 

requirements using the VOC 
technique and Critical-to-
Quality tree

8. Define the data collection 
plan

1. Analyze the data in detail
2. Verify your assumptions 

in terms of what might 
be causing problems 
using the “Five Whys” 
problem solving tool, the 
“Fishbone Diagram” tool, 
and the Pareto Analysis 
tool

3. Identify, assess, and 
prioritize potential failure 
modes in a system or 
process using the FMEA 
approach

1. Define ideation constraints
2. Generate potential solutions 

using “How might we” 
questions, ideation workshop, 
brainstorming, the Crazy 8S 
tool and the 5 S framework

3. Categorize the solutions using 
mind mapping

4. Create a business case & 
financial model for the most 
promising solutions

5. Select the best solution
6. Test the solution using a 

testing sheet and a feedback 
capture grid

7. Create a standard operating 
procedure (SOP)

8. Implement the solution(s)
9. Assess commitment with the 

commitment curve tool
10.Measure improvement
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I. Define III. Analyze IV. ImproveII. Measure V. Control

Define the problem and set up 
project goals

Measure current performance & 
brainstorm potential cause(s) of 
the problem 

Analyze the data and identify 
the root causes of waste

Develop solutions to address 
the root causes

Monitor and continuously 
improveObjective

Activities

1. Measure the current 
process performance

2. Create assumptions for 
what might be causing 
problems 

3. Collect data and ensure 
data reliability

1. Monitor and 
continuously improve the 
process with the Kaizen 
approach

2. Create and implement a 
control plan

3. Share and celebrate your 
success 

4. Apply new knowledge to 
other processes in your 
organization

1. Define the problem to solve
2. Define clear and measurable 

project goals aligned with the 
corporate and business 
strategy

3. Define the high-level current 
process and the scope with 
the SIPOC tool

4. Establish the timeline and 
budget for the project

5. Conduct a stakeholder 
analysis

6. Define the project team
7. Define the customer 

requirements using the VOC 
technique and Critical-to-
Quality tree

8. Define the data collection 
plan

1. Analyze the data in detail
2. Verify your assumptions 

in terms of what might 
be causing problems 
using the “Five Whys” 
problem solving tool, 
the “Fishbone Diagram” 
tool, and the Pareto 
Analysis tool

3. Identify, assess, and 
prioritize potential failure 
modes in a system or 
process using the FMEA 
approach

1. Define ideation constraints
2. Generate potential solutions 

using “How might we” 
questions, ideation workshop, 
brainstorming, the Crazy 8S 
tool and the 5 S framework

3. Categorize the solutions using 
mind mapping

4. Create a business case & 
financial model for the most 
promising solutions

5. Select the best solution
6. Test the solution using a 

testing sheet and a feedback 
capture grid

7. Create a standard operating 
procedure (SOP)

8. Implement the solution(s)
9. Assess commitment with the 

commitment curve tool
10.Measure improvement
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Five whys
Tool
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Fishbone diagram
Tool
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I. Define III. Analyze IV. ImproveII. Measure V. Control

Define the problem and set up 
project goals

Measure current performance & 
brainstorm potential cause(s) of 
the problem 

Analyze the data and identify 
the root causes of waste

Develop solutions to address 
the root causes

Monitor and continuously 
improveObjective

Activities

1. Measure the current 
process performance

2. Create assumptions for 
what might be causing 
problems 

3. Collect data and ensure 
data reliability

1. Monitor and 
continuously improve the 
process with the Kaizen 
approach

2. Create and implement a 
control plan

3. Share and celebrate your 
success 

4. Apply new knowledge to 
other processes in your 
organization

1. Define the problem to solve
2. Define clear and measurable 

project goals aligned with the 
corporate and business 
strategy

3. Define the high-level current 
process and the scope with 
the SIPOC tool

4. Establish the timeline and 
budget for the project

5. Conduct a stakeholder 
analysis

6. Define the project team
7. Define the customer 

requirements using the VOC 
technique and Critical-to-
Quality tree

8. Define the data collection 
plan

1. Analyze the data in detail
2. Verify your assumptions 

in terms of what might 
be causing problems 
using the “Five Whys” 
problem solving tool, the 
“Fishbone Diagram” tool, 
and the Pareto Analysis 
tool

3. Identify, assess, and 
prioritize potential 
failure modes in a 
system or process using 
the FMEA approach

1. Define ideation constraints
2. Generate potential solutions 

using “How might we” 
questions, ideation workshop, 
brainstorming, the Crazy 8S 
tool and the 5 S framework

3. Categorize the solutions using 
mind mapping

4. Create a business case & 
financial model for the most 
promising solutions

5. Select the best solution
6. Test the solution using a 

testing sheet and a feedback 
capture grid

7. Create a standard operating 
procedure (SOP)

8. Implement the solution(s)
9. Assess commitment with the 

commitment curve tool
10.Measure improvement



822 C L U S T I V

FMEA
Description 
Failure Modes and Effects Analysis (FMEA) is an approach for identifying and mitigating risks caused by system or 
process failures. It is a proactive risk management technique that is widely used across industries to analyse potential 
failure modes, their causes, and the effects on overall operation. 

In the context of Lean Six Sigma, FMEA is employed during the Analyse phase of the DMAIC cycle. It helps Six Sigma 
project teams predict the most likely process failures that will impact a customer and estimate the significance of the 
impact. FMEA allows organizations to prioritize and address the most critical risks by assessing the severity, occurrence 
likelihood, and detectability of each failure mode. 

The FMEA process involves identifying failure modes, assessing their severity, determining causes and effects, 
estimating occurrence, evaluating existing controls, calculating Risk Priority Numbers (RPNs), developing action plans, 
and monitoring and reviewing the effectiveness of implemented measures. 
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FMEA
Excel template: Open the Excel tool called FMEA

REF 
#

Process / Process 
Step

Potential Failure Mode
Potential Failure 

Effects
Severity (S) Occurrence (O) Detection (D)

Risk Priority 
Number (RPN)

Recommended 
Actions

Responsible

1 Step 1 Equipment failure Production downtime 1 2 2 4 Schedule maintenance John Doe

2 Step 2 Human error Incorrect assembly 9 2 2 36 Implement training John Doe

3 Step 3 Material defect Product failure 10 1 3 30 Improve supplier quality John Doe

4 0

The table consists of seven columns, each with a specific purpose. The first column lists the process steps, while the second 
column identifies the potential failure modes. The third column describes the potential effects of each failure mode. The next 
three columns are used to rate the severity, occurrence likelihood, and detectability of each failure mode. The RPN is calculated by 
multiplying these three ratings together. Finally, the last column lists recommended actions to mitigate or eliminate each failure 
mode.
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I. Define III. Analyze IV. ImproveII. Measure V. Control

Define the problem and set up 
project goals

Measure current performance & 
brainstorm potential cause(s) of 
the problem 

Analyze the data and identify 
the root causes of waste

Develop solutions to address 
the root causes

Monitor and continuously 
improveObjective

Activities

1. Measure the current 
process performance

2. Create assumptions for 
what might be causing 
problems 

3. Collect data and ensure 
data reliability

1. Monitor and 
continuously improve the 
process with the Kaizen 
approach

2. Create and implement a 
control plan

3. Share and celebrate your 
success 

4. Apply new knowledge to 
other processes in your 
organization

1. Define the problem to solve
2. Define clear and measurable 

project goals aligned with the 
corporate and business 
strategy

3. Define the high-level current 
process and the scope with 
the SIPOC tool

4. Establish the timeline and 
budget for the project

5. Conduct a stakeholder 
analysis

6. Define the project team
7. Define the customer 

requirements using the VOC 
technique and Critical-to-
Quality tree

8. Define the data collection 
plan

1. Analyze the data in detail
2. Verify your assumptions 

in terms of what might 
be causing problems 
using the “Five Whys” 
problem solving tool, the 
“Fishbone Diagram” tool, 
and the Pareto Analysis 
tool

3. Identify, assess, and 
prioritize potential failure 
modes in a system or 
process using the FMEA 
approach

1. Define ideation constraints
2. Generate potential solutions 

using “How might we” 
questions, ideation workshop, 
brainstorming, the Crazy 8S 
tool and the 5 S framework

3. Categorize the solutions using 
mind mapping

4. Create a business case & 
financial model for the most 
promising solutions

5. Select the best solution
6. Test the solution using a 

testing sheet and a feedback 
capture grid

7. Create a standard operating 
procedure (SOP)

8. Implement the solution(s)
9. Assess commitment with the 

commitment curve tool
10.Measure improvement
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Standard Operating Procedures (SOPs) are documents describing the standard way of how a task should be performed in the best 
possible manner under given circumstances

SOPs are used to:
• Increase consistency and predictability of service and customer satisfaction
• Prevent and reduce errors, re-work and customer complaints
• Set performance expectations, drive desired results and compare actual outcomes to target
• Establish best practice as standard working procedure

What it is and why use it?

• Apply SOPs to frequently occurring, repeatable tasks and 
procedures.

• Use SOPs for Employee training and standard setting for process 
compliance.

When and where to use?
• Easily accessible at the point of use.
• Living documents that represents the single source of truth
• A good way to assess the usage of SOPs is evidence of actual 

usage throughout a process 
• Updating, communicating and maintaining version control is 

vital.
• Prioritise introduction of SOPs into areas with relatively greater 

improvement opportunities

Tips

Standard operating procedure (SOP)
Description
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Standard Operating Procedure (SOP)
Procedure Name: Product Packaging Procedure
Owner: Product manager
Version: Version xx, 30/03/2023

826

Responsibilities
Packaging Operator: Responsible for packaging products according to the SOP.
Quality Control: Responsible for ensuring that the packaging meets the required quality standards.
Production Manager: Responsible for ensuring that the packaging process is executed correctly and that 
the products meet the desired quality standards.

Purpose
To provide a standardized process for 
packaging products to ensure 
consistency and quality.

Scope
This SOP applies to all employees 
involved in the packaging process.

Procedure (1/2)
1. Preparation:

• Ensure that the product to be packaged is clean and free from defects (click here to access full checklist)
• Check that all required packaging materials are available and in good condition.

2. Packaging
• Follow the packaging instructions for the product, as outlined in the Product Packaging Specification document.
• Verify that the correct labels and stickers are used for the product.
• Ensure that the packaging is secured and sealed correctly.

3. Quality control
• Perform a visual inspection of the packaged product to ensure that it meets the required quality standards.
• Verify that the correct labels and stickers are used for the product.
• Complete the Quality Control Checklist and document any issues or defects.

4. Record Keeping
• Record the product packaging data in the Packaging Log, including product name, packaging materials used, and any quality issues or defects.
• File the Packaging Log in the appropriate location.

5. Clean up
• Clean the packaging area and ensure that all packaging materials are stored correctly.

Real-life example
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Standard Operating Procedure (SOP)
Procedure Name: Product Packaging Procedure
Owner: Product manager
Version: Version xx, 30/03/2023

Procedure (2/2)
1. Preparation:

• Ensure that the product to be packaged is clean and free from defects.
• Check that all required packaging materials are available and in good condition.

2. Packaging
• Follow the packaging instructions for the product, as outlined in the Product Packaging Specification document.
• Verify that the correct labels and stickers are used for the product.
• Ensure that the packaging is secured and sealed correctly.

3. Quality control
• Perform a visual inspection of the packaged product to ensure that it meets the required quality standards.
• Verify that the correct labels and stickers are used for the product.
• Complete the Quality Control Checklist and document any issues or defects.

4. Record Keeping
• Record the product packaging data in the Packaging Log, including product name, packaging materials used, and any quality issues or defects.
• File the Packaging Log in the appropriate location.

5. Clean up
• Clean the packaging area and ensure that all packaging materials are stored correctly.

Real-life example
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How your board of directors can prepare for geopolitical risk
A simple framework of five actions can help leaders to anticipate geopolitical risk:

Scan the horizon F
R
A
M
E
W
O
R
K

 List the top 10 or more risks and rank them according to their 
likelihood of occurring

Calculate exposure  Add to the above risk list a commentary around how each risk 
might limit operations, ranking the potential effects

Determine your risk appetite  Determine your risk appetite for dealing with the effect of each 
risk. If plausible provide a cost-benefit calculation

Assess your resilience  Use a rating to assess resilience for each weak point in your 
operations

Respond   Draw up a company-specific set of scenarios, vulnerabilities 
and actions to guide leaders when a crisis hits

ACTION ACTION POINTS
CLUSTIV
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COVID-19

Russia-
Ukraine war

China 
sanction 
imposed

Supply chain 
affected 

Columbia 
peace deal 
fails

Pr
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 E
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ur

e

Resilience x Appetite

TH
RE

AT

DEFENCE

2

1

3

4

24 3 1

Source: Headspring Executive Development
Cambridge Risk Taxonomy 20220428.pptx.pdf

Using these variables into a 
framework provides the 
board with a company-wide 
view of where its 
geopolitical risks lie, so 
helping them to allocate 
resources, assign 
responsibilities and, 
ultimately, seize business 
opportunities.
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Risk map
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Risk Posed by the Company’s Adoption of Gen AI
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Macro issues about Gen AI 
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