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connect Strategy and Operations by intrinsic Ownership



ACT 0 - basics

some basics about our
thinking model...

aka

‘Another consultant explaining the
world...”




STRATEGY, OPERATIONS + X

Strategy

unigue positioning of the company -
what makes you you

(target: differentiate from the
competition)

The missing link

there's a disconnect between
Strategy and Operations!

Operations

manage your daily work

(target: maximize efficiency , optimize
processes, speed up decision making)




great STRATEGY and GOALS ...

...and no one Is able to define

concrete next steps and measures, So
no link to OPERATIONS?
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great in OPERATIONS...

... and single measures don't pay Iinto
one, overarching goal,
so no link to Strateqy?
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THE MISSING LINK

we call It:

Tactics

Translation of Strategy into Operations
- reframe Medium Term Goals

- absolute focus on the right things

- enable communication both ways




THE MISSING LINK

identify the initiatives to focus on

vision sweet spot

Tactics

perspective / ambition

Ideas in the sweet spot build

ambitious strategy and realistic
operational feasibility.

the crucial bridge between an @}?)
ET

shit corner hard work / diligence

influence / ability



WHY IS IT SO HARD??

All in - or nothing at all! Quality up!

Process e
People @

Play o



ACT 1- Drocess

Why should we differentiate how
we manage different challenges?

aka

‘Can we not just manage things top
down as we are used to?”



WHY CHANGE?

Why do we have to unlearn, what we have learned?

A efficiency Why?
w h ) ?s.tudents pressure Wh (0 ? purpose
masters | " principles
flexibility ideas S A "':::LEECEE
craft co-creation  officiency
people . .
ability experimentation
complex comple_x
dynamic
red:
complex factors
1910 , 1980 2000 2020
Manufacture Taylorism Network economy

Narrow local markets Broad global markets Narrow global markets
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ased on an idea by Gerhard Wohland [http://dynamikrobust.com/]. Expanded and made available by Bernd Oestereich at[http://kollegiale-fuehrung.de/material]

efficiency

VS.

innovation & speed




EFFICIENCY vs. INNOVATION & SPEED

Ok.... so we need both

/This is what efficient resource utilized systems look Ilke' |
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AUTONOMY IS KEY AND DRAMATIC THE SAME e

depending on your goal
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PREDICTABILITY



CHOOSE YOUR PLAYGROUND

no room for bad compromises

creativeness { TASK TYPE ] repetition

product { FOCUS ] process
>.
=
CZ> autonomy [ DIRECTION } controls and standards
O
|_
2 change | THRVE stability

X-functional FLOW teams [ TEAM ] matrix organization working in projects
: speed [ KPI ] cost

HIGH

- PREDICTABILITY



LESS IS MORE!!!

Be aware how many things you start with!

Focus on starting things... ... or on finishing them.

INACTIVE
WORK




WHAT TO START WITH

When everything is important?

Single tasking or task switching? And then reality kicks in.

Multitasking is a myth

OPTIONS
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work on 3 Items In parallel
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ACT 2- people

By putting our employees in focus,
we unleash their potential!

aka

“We need Missionaries, not
Mercenaries”




WHICH ROAD SHOULD | TAKE?

connect everything and give context

Alice: Which road should i take?
Well, where are you going?
Alice: | don't know

Then it doesn't matter.
If you don’'t know where you are going,
any road will get you there!
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PERSONAS IN OUR SYSTEM

Who has to change in which direction?

Lasy Workers Turn the Pyramid Upside Down

System built for Control =

y é = & ... decisions and
/ \ : X-view @ Teams can make learn how to meet
Controls with long tactical data driven...  Customer customer needs.

term detailed
budgets and

Cross Functional

Agile Lean Teams & Support Teams Leaders

projects.

Communication Information B B B B B B aiks sl
Controls down to top goes both % % % listens to what

delivery | — is not supported ways and is B B B B8 B B B B B the organization

\ j against — Manhgakment by the system. “ s transparent. ol P —
the plan. (the more the merrier) MEARysL goals.

Leadership

T Management are

leading with clear

vision and goals,

Leaders focus on making sure WHY

fixing the system to is obvious to

Customer enable best possible everyone.

E m p | Oye €S Top management ... those who have perFormancep. d
K / is too far away fo make (&) knowledge about - "Empowered Tannis”
good decisions based customer needs don't :

System built for Flexibility

on customer needs ... have mandate to act on it.
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0 biological motivation
the most primitive type of
motivation and the one that
helps us stay alive: Thirst,

LEVELS OF MOTIVATION

hunger ...
/2.0 extrinsic motivation\
move based on external factors,

usually the presence of
punishments and/or rewards.

N

/3.0 intrinsic Motivation A

Is the one who encourages us to
do things for ourselves because
we enjoy them.

o J

Autonomy

Purpose

The three things that motivate
creative people - autonomy,
mastery, purpose!



S0 ENGAGE TO RETAIN

reframe your view to retain

organisation’s desires employee’s desires

stay inrole 4—[ ROLE ]—> clarity of career path and progression
takes direction 4—[ AUTONOMY ]—> given autonomy to work on great things
doesn’t ask for raises 4—[ MONEY ]—> proactively re-level pay to the market
comfortable performance monologue 4—[ LEVELING ]—> fairness of evaluation
reskill in own time 4—[ LEARNING ]—> continuous learning environment




ACT 3 - E)

Bring it all together!!!

‘Isit not it enough to optimize a little
here and there?”




HIERARCHIES AND SILOS

How we learned to build our companies
8 8 8

Blgger Boss Blgger Boss Blgger Boss
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Department Manager Department Manager Department Manager Department Manager

and on and on and on...

:--------------------' ------------------------------------------------------------------------------------

Team Lead Team Lead Team Lead Team Lead Team Lead
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DESIGN MARKETING ENGINEERING MANUFACTURING SALES
DEPARTMENT DEPARTMENT DEPARTMENT DEPARTMENT DEPARTMENT




HIERARCHIES AND SILOS

How value is created
A A A

Bigger Boss Bigger Boss Bigger Boss

:--------------------' ------------------------------------------------------------------------------------

Team Lead Team Lead Team Lead Team Lead Team Lead

MARKET VALUE
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DESIGN MARKETING ENGINEERING MANUFACTURING SALES
DEPARTMENT DEPARTMENT DEPARTMENT DEPARTMENT DEPARTMENT



OPTIMIZE FOR VALUE CREATION

Imagine your organization is a keyboard...

Optimizing single departments is like
learning to press one key more
efficient.

If your goal is to write letters, this
doesn't help you at all!

B [he performance of the system is never
i the sum of its parts taken separately,
but the product of their interactions
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ALIGNMENT ENABLES AUTONOMY

of course this picture is in this presentation ;-)

. Sad, but true
Alignment enables Autonomy Adpail kit

We need to B‘fﬂd a, J
cross the river _ bridge! We need to

: / - cross the rive/r_J Figure out how!

Organsealion. o organization @, - Key Results
Conformist :;e Collaborative @

> culture e’
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Mieromanaging Entrepreneurial
organization

organization @ »
Chaotie

Low Indifferent «© h . - 7 bl ”
, culture cultre Y L ...this one Is not "stable
Alignment Q, S a

Low Autonomy High Autonomy 27



INTRINSIC OWNERSHIP

from telic to paratelic again and again and again

Keep on switching states to

relaxation | exitement
_ create flow teams!
<
2
- TELIC ACTION
(serious) T

CONTENTMENT
(how you feel)

boredom
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UNPLEASANT

. AROUSAL R
Low (how “thrilling” is the situation?) HIGH




HOW CAN WE MAKE THIS HAPPEN o

the secret ingredients for boosting every method

G 6 ® O

control inner
Rhythm Levers Compass

Reframing Impulse

lend from Behavioural Innovation Management



THAT'SIT.



GENERAL LEARNINGS

Potential traps to fall into

Organisation’s desires Employee’s desires

Copy someone else’s culture 4—{ CULTURE ]—> Patiently experiment as a leadership priority
Over plan or over estimate the pace of change 4—[ PLANNING ]—> Be stubborn about the vision, flexible on the execution
Just rebrand roles and processes 4—[ IMPACT ]—> Focus on outcome focused changes
Ignore “resistance” 4—[ AWARE ]—> Double down on change management
Delegate the change 4—[ LEAD ]—> Lead and role model the change




